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I. INTRODUCTIO 


eeeeereccuc OF THIS STULY 


Federal acguisiticn is a broad spectrum cf policies and 
Frocedtres that direct and execute the efforts of a vast 
Humber of military and Civilian procurement personnel ir the 
Federal Government. This study will focus ona fairly large 
Hicrccosgr cf those personnel associated with Government 
FroctLement, nanely civilian fersonnel that are involved in 
em@alil purchase. This study will additionally confine itself 
eniy tc intermediate level personnel that have been 
purchasing agents for a pericd of time, and have ccupieted 
EFoth cn-the-job trairing as well as the entry level small 
Furchase training ccurse offered by the Departnrent of 
Tefense (DOL). This study will also be confined to findings 
and reccmmendations reyarding Smali purchase ferscnnel 


Within tke Lepartment of the Navy (DON). 


Eee OCEJECTIVES 


Tke frimary thrust of this research 1s to identify the 
specific training needs of intermediate level small furchase 
perscnnel within the [epartment of the Navy, and to fresent 
a prceposed training flan to satisfy those needs. A Beean-— 
mended aéethod cf training implementation will alsc be 
Fropcsed, and the ccsts associated with implementing this 
Plan will te examined. Further, current deficiencies in 
rrofessicnal developawent and organizational practices will 
ke exanined in crder to estaclish the context within which 
this training must ke conducted. It is hoped that asa 


result of this paper, the Department of the Navy will have a 
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useful and viakle deéelineaticn of the wmoOSt” SiG@nmivedae 
training and performance weaknesses of small furchase 
perscnnel, and a training plan that Can be utilized) eee 
level activities to improve the training and hence the 


performance of intermediate level small purchase personnel. 


Ce BHESEARCE QUESTIONS 


In consonance with the akove stated objectives, the 


following research question was addressed: 


What are the training needs of intermediate level 


small purchase fersonnel and how can these needs 


rest ke met? 


In suprert of the primary rearch question the tcl lcewaeme 


ancillary guestions were also addressed: 


1. &khat are the current training shortcomings as vienred 
ky tke Ccmnander, Naval Supply Systems Command (NAVSUP) 
staff, Field level supervisors within the small furchase 


system, and small purchase ferscnnel themselves? 


Ds What follow-cn or advanced training for smali 
purchase personnel is desired Ey the Commander, Naval Supyly 
Systers Ccmmand staff, field supervisors, and intermediate 


level small purchase fersonneil? 


34 What small purchase training programs presently 
exist for small purchase personnel at the Lrasic or entry 


level, and at more advanced levels? 


4. What is the current level of formai training of 
internrediate level small purchase personnel in the 
Department cf the Navy, and what are the sources of the 


thainlng thatedo7exict. 


os What OLher scurces of training exist and are avail- 


able at the field level for field small purchase personnel? 


ce What training iS Currentiy reyuired for career 
develcrpment ot stall furchase personnel at the intermediate 
level? 
ds Kho 25 responsible fcr conducting this trainins? 
Peers Chas training utiiized? 


c.Iis this traininuy adeguate? 


7. khat other factors, if any, influence the success of 


trainirg for small purcaase personnel? 


oe What are the costs associated with implementing the 


Proposed training pxrcgran? 


Co. KESEARCH METEBODOICGY 


The a information utilized tnroughout this study was 
derived frcmw interviess of fersonnel at NAVSUP Headquarters, 
Superviscrs at various field purchasing activities, and fron 
intervieking small purchase perscunel. An extensive review 
c£ purchasing directives and policies was also conducted. 
Formal as well as informal training guides at several larce 
field activities were also reviewed, as were data frcm past 
small purchase inspections conducted by both NAVSUP and the 


Naval Audit Service. Additionally, policy level perscnnrel 
Within the Federal Acquisition Institute, the Generali 
Services Administration, and the OLELEEe Of Federal 


Frocurement Policy were interviewed. 


The literature utilized in this study was compiled fron 


multirle Sources, including the Defense BCgieeLres 
Intorration Exchance (DLSiE), the Defense ireGinacad 
iarOrnaticn Center (DTIC), the General Services 


Administration, current Federal and Department of Defense 


regulaticns and supplementary directives, previcus theses, 


xa 
tad 


and a review of current pukrlications and fperiodicals rele- 


vant to the field of Federal procurement. 


For CCCP? Ci THE solu 


This study is ccrfined to a specific subset of Federal 
fFrocuremwent perscnnel, namely those civilian small furchase 
ferscrnel who have feen workirg in the field of Defartment 
c£ the Navy small purchase and who have advanced beyond tae 
entry jevel in terms cf experience, knowledge, and respensi- 
geri oe Wy ea er As such this study is directed toward Gereral 
Schedule employees in the 1105 and 1106 series. Within the 
scope of the duties freguently associated with GS-1105 and 
GS-11C€6 personnel, cnly those small purchases for sufyrlies 
and services within the purview or NAVSUP will be addressed. 
Cn cccasion, these personnel are tasked with procurement of 
construction and other facilities related-furchases thats 
normally under the purview or the Commander, Naval 
Facilities Engineering Command. An examination of these 


proctrements will be specifically excluded. 


Po. ULIMIT AT IONS 


This study has suffered from the ccmnmon prolLlemiee 
limited rescurces in terms of time and funding, however it 
is felt that sufficient perscnal interface with perscnnel 
that set policy, and who direct and execute small furchase 
within tke Department of the Navy was conducted tc ensure 
that tke mest pressing problems in small purchase were 


addressed. 
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Ga ASSUREFIIONS 


Thrcughcut this research repcrt, it is assumed that the 
reader is familiar with the Federal Acquisition process and 
the ligitations and idiosyncrasies of smali purchase. It is 
further assumed that the reader is familiar with bLtasic Naval 
Bepmancicgy and with basic contracting and acquisition 
terminclicgy. 


H, DEFIALTIONS 


1. NendorySuppliieryContractor: In the context cr this 
research rerort the terms ccntractor, vendor, and suprlier 
will Fe used interchangeably to indicate parties that 
Frovide supplies and services to the Government. 

Ae Silea ly aile c hase : Small purchase is defined Ey the 
Federal Acquisition Regulation as_ the AGT aSl£ 1G hee On 
supplies, renpersonal services, and construction in the 
mmoeunt cf $25,000 or less [ Bef. 1], [ Ref. 2]. 

ae esa 110 2: GS-11C2 personnel are those that are tasked 
with acgquiSition for items totalling more than $25,000, and 
are referred to as Contract and Procurement specialists. 
These ferscnnel are the "frofessional " acguisiticn work- 
force, and the averace grade levei of these personnel in the 
Federal Government is between a GS-10 and GS-11 level. 

4. Goad Co: GS-1105 personnel are termed purchasing 
specialists and are the cornerstone of the small purchase 
function within the Federal Government. Their specific job 
tasking ifs in the szall purchase field, and they comprise 
the vast majority of fersonnel performing the small furchase 
functicn within the Federal Government. 

S- G£-1106:; There are two categories of GS-1106 ferscnnel; 


procurement cierks ard procurement assistants. In general, 


Procurerent clerks are utilized in the small furchase 


function whereas proctrement assistants are utilized in the 
CONntrIdeting Lunetrioral marca. For the purpose CE Wii 
research effort, G£-1106 personnel will be uneétudedeaaaa 


GS-11C€5 in the analysis and réeccmmendations of this thesis. 


I. CEGANIZATION OF TEE STUDY 


This thesis 1S crganized in such a manner tkat the 
reader is given a gereral FEackground into the framework and 
rroblems associated with small purchase. Areas of frefes- 
sional, OEGdnl zat euaik, and. tian ung weaknesses are 
discussec and examired, as are recommendations to imfreve 
the jfperfcrimance cf intermediate level Small jfurchase 
perscrnel. 

Chapter II frovides necessary framework and backcround 
to estaklish a general setting for the focus of this effcrt. 
Chapter III examines and discusses proressional develcpment 
weaknesses that have consistently plagued smail furchase 
perscnonel and that kave been the genesis of many of the 
trainirg and perforgance shortcomings discussed in later 
chapters. Chapter IV reveals and discusses organizational 
shortccmings that have exacerrated other structural weak- 
nesses and that have in theaselves coutributed significantly 
to turnever, inefficiency, and less than accertaple ferforni- 
ance ir any areas of small purchase. 

Chapter V presents and discusses tne major areas of 
training shcertfalls that were uncovered in the course of 
this study. Prcblemrs are stated, causes and contricuting 
factors are examined, and solutions are proposed for each of 
these areas of deficiency. This Chapter is addressed tcward 
policy ard management level personnel as taney must [Fe the 
crigin and impetus fcr any concerted erfort to impreve small 


purchase performance. Chapter VI presents a proposed fcrmat 
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Bomoemnutr.izeaq for Ccnstructing aviabie training pregran 
that addresses the areas of weakness that the researchers 
have unccvered. This Chapter will also present a samjyle 
training guide for cne of the speciric areas of weakness 
discussed in Charter V. A brief cost and benefit analysis 
ef the implementation of this study follows in Charter Vil 
to allcw tke reader to ascertain tne financial impact of 
igplerenting the prceposed training. A summation of the 
resé€arch and it's pctential itpact 1s provided in Charter 
VIII, which alsc prcevides the researchers! conclusions and 
ITecomrendations relative to this research effort. A 
plethcra of appendices that include a list cf interviewes, a 
Summary of small furchase personnel Manning levels, a 
summary cf selected statistics, and numerous references and 
directives that the research has found would be useful as a 
ready reference to small Furchase personnel are also 


pFrovided. 
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IIT. FRAMEWORK AND BACKGROUND 


Ae FEFAMENOEK 


Gcvernrent froctrement in the strictest sense is the 
procurezent of supplies and services necessary to oferate 
varicus segnents of the Federal Government in an effective 
and réspensive manner. It has, however, evolved intca 
FOlitical, social, and eccnomic instrument of the Higheee 
crder. The Congress has viewed Federal procurement asa 
converient means of effecting and furthering stecasee 
social, peliitical, and econchic goals, and aS SUCH Goma 
keen the subject of Significant legislaticn and interse 
scrutiny. In this, an election year, the Federal budget kas 
kecore a central issue; and as the most Significant aspect 
cf the ever burgeoning budget, DOD procurement has ccne 
under ever increasing examination. As the Executive and 
legislative branches cf the Gcevernment search for areas in 
which to trim the budcet, frocurement efficiency and effeEec- 
tiveness will receive increasing attention and criticisnz. 

As previously mentioned, Federal procurement acccunts 
for a sicnificant portion of the Federal budget: “Ln eis 
year 1$@Zz, procurement amounted to more than $ 158 Eiilicny 
cr Slightly more than 21% of the Federal budget [Ref. 3}. 
Spending by the DON accounted for nearly 31% Greeegese 
procurenents, or over $49 billion [Ref. 4]. The recent 
report to the President by the Grace Commissicn (the 
President's Private Sfector Survey on Cost Control) regege 
hized tke impact of DOD procurement upon the  Pudqeranmy 
Process, and cited ypotential savings of $4 Didier 


Frocurement techniques and execution were performed mcre 


ls 


Piicmevelyesanadeeffticiently ky the DOD [Ref. 5]. while 
tnhose familiar with I0OD procurement are skeptical cf these 
projected savings, Fersonnel at all levels reccgnize the 
need fcr impreved jurchasing and 1t*s Saeeendant cost 
savincs. 

Tc date, the focus of the majority of studies regarding 
the gilitary procurement syster have been upon the acguisi- 
tion cf majcr systems, which in many instances individually 
Lepresent the outlay cf billions of dollars. Major systems 
acgulisiticns are costly, dbdeaccount £or 923e00f the total 
Frocurenent funds by the Federal Government. bey COntLast, 
small purchase actions totalled over 18.3 million individual 
Melero 2 L£)S5cal “year 1982, although accounting fcr orly 
feeoe Cit total dollar outlays {[{Ref. 6]. Small purchase 
within the DOD acccunted fer over 12 million of these 
Bertlcrs, with an associated value of over £12 FEiilion 
[Ref. 7]. As of late, more attention has been directed to 
this heretofore ignored segment of ;rocurement, and legisila- 
tive and executive involvement has increased accordingly. 
Fublic interest has also been fanned by recent séensaticnal 
stories, such as acccunts of Spare farts overpricing. 

At this juncture, the reader may query, “What exactly is 
stall purchase and hcw is it implemented within the [OL"? 
As previcusly defined, small furchase 1s the acgquisiticn of 
Supplies, nonpersonal services, and constructicn in the 
mgount Of $25,00C or less [Ref. 8}. Tnevwedeiar tnreshcid 
for small prrchase was increased to $25,000 from $10,00C for 
Tefense Agercies in fiscal year 1982, andas 32 result the 
scope of small purchase has increased dramatically. The key 
tenets of small purchase are that it 1s a Simplified set of 
Frocedtres effected to reduce the administrative burden of 
relatively small dollar value furchases, and to increase the 
Cpporttnity for small and disadvantaged businesses tc citain 


a faix fpertion of Government ccntracts. As we shall discuss 
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in scme measure later in this thesis, these objectives nave 


merit, kcwever they are often in conflict. 


EF. EACKCRCUND 


Small purchase prcecedures have been developed tc reduce 
administrative ccsts while retaining an acceptable degree of 
Gon tre? cver the small Furchase process. Federal 
Acquisition Regulaticrs and implementing instructions by the 
agencies aré€ a comprcnise between controlling administrative 
costs and contrclling pricing and source selec zo The 
Federal purchasing system itself has evolved over the last 
two hundred years, and has it's legislative roots in 17€09 
when the Ccngress reguired that all purchases and centlracts 
for supplies and services shall be made by either ofen 
purchase, cr by previously advertising for proposals. The 
intent of this legislation was to ensure that cecntractors 
were net favored over one ancther, as that had Eeen a 
S1IGHIICant problem, te that tine. During the course Ci iam 
next cne hundred years, Federal contracting became codified 
in cpinicns of the Courts and additional Congressioral 
legislaticr, as well as agency tradition. The advert of 
horld War II, however, prompted Derense agencies to realize 
that fcrpal advertising and it's associated ¢Cletzrcalieae 
administrative tLurden were tco cumbersome to resfeond to 
events in a naticnal emergency. After World War II, Congress 
formally recognized this fundamental shortcoming in the 
Armed Services Proctrement Act of 1947, which authcrized 
Derense agencies seventeen exceptions tc formal advertising. 
Included in these exceptions is the waiver of formal adver- 
tising fcr small purctase [ Ref. 9] [Ref. 10], and tous 
genesis of present-day small purchase authority and 


rrocedules. 
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See ECUIRESENTS 


Crganizationaliy, small furchase is usually a separate 
and distinct division within the procurement office and, as 
such, operates in a completely different environment than 
Furchases in excess of the small purchase threstold; 
commenly referred to as contracts. In an effort to iaplement 
the desires of the Congress regardiny small fpurchase, 
Federal agencies have published specific directives and 
regulaticns regarding the limitations and reguirements for 
em@atlil cpurchase. In crder to simplify purchasing ‘fcr small 
Furchases, exceptions to convention regarding ccmpetition 
and fcrmal advertising have Feen authorized and are _ the 
kasis upen which small purchase is implemented and executed. 
The irtent cf these exceptions is to recognize the tradecff 
ketween the administrative cost of placing repetitive crders 
for saall dcllar valve items and the desire to have comryeti- 
Even , documentation, and centract advertising cf scme 
nature. 

Cne of the key aspects of small purchase is that 
Furchases of less than $1,000 can be made without comrpeti- 
tion. The only caveat placed upon the Contracting Officer 
Or buyers is that business fe rotated in an equitakle manner 
and that prices raid in the aksence of competition Le judced 
as "fair and reasonartle" [Ref. 11]. This waiver of the 
requirement for comypetitior recognizes the administrative 
kurden, attendant costs and inefficiencies that would result 
meom Scliciting competition for small dollar value frocure- 
ments. The waiver cf the reguirement for competiticn for 
purchases of less than $1,000 [Ref. 12], is prokarly the 
most ccntroversial asyect of small purchase, as the Ccncress 
has always subscribed to the theory that competition is the 
cornerstcne of free enterprise and is necessary to avoid the 


@eportunity for fraudulent pricing on themreanre Of SUPPLIeCrs. 


The Ccngress has recccnized, however, that the burden asso- 
ciated with ensuring competition is oftentimes more ccstly 
than the administrative efforts necessary to solicit ccrfe- 
tition and thus obviate unethical pricing by vendors. jee 
report cf the Commission on Government Procurement says cof 
competition: 
a gfencaeno TSelc ced procurement technigue. It ais 
encmenon of the marketplace and the extent tc 


wh tch it exists 7 an aay gJiveh marketplace (iocdas 
rFarily is not influence Ey the method of procure- 


nent employed. Competition 1s tne effort of 
seilers, actin: indepencentig of each other and 
Sees Ceducts or Services that are reasonafrly 
close Stitutes fOrl trocommcmcec] Dy “ot leu 
sellers, to sé€cure the business of the buyer 


eke 434 the post attractive contrace terms. 


Fresent day small purchase can be subdividei into fcur 
rasic dcllar constrained categories that define the azrount 
of ccmpetition and advertising required before makirg a 
purchase. Small purchase can also be divided into two 
categcries relative tc the requirement to reserve [usiness 
for snall and cGisadvantaged concerns. Figure 2.1 12a 
graphic representaticn of these relationships. 

As can ke seen from Figure 2.1, there are three tajor 
cateccries of small purchase. Procurements of l¢€Ss tiga 
$1,00C that do nct reguire ccnpetition, and are reserved for 
small Lusinéess; procurements in the range $1,000 to $10,000 
that reguire some decree of ccmupetition and advertising, and 
that are reserved fcr smali business; and fprocuremrents in 
excess cf 410,000 that are substantially similar te the 
reguirements of Ecrmal “contract  eagove the $257000 
threskcld, and whick are not reserved for small bDusiness. 
Subsequently, small purchase personnel are now required to 
Fossess a diverse range of knowledge and skills as they tay 
Make ncn-ccmpetitive small procurements or may Lbeccme 
respcnsilfle for a negctiated advertised procurement of 


Signaticant magnitude. 
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Dellaxr Value cf Extent or Competition 
Frcecurement and Advertising 
som > 1,000 * No Ccmrpetition Reyuired 
pee, UC0—s$47 99S * Competition required to the 
maximum extent possible (1) 


* Enccuraged to post a notice 
of intended purchases 
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€£,0CC-£10,000 * Competition required to the 
haximur extent possible 
* Must pest notice of intended 
purchases 


elie 7000-525, ON * Competition reyuired 
* Purchase must be synopsised (2) 
in the Ccmmerce Business 
Daily (CBD) 


(1) ¢0-¢10,000; Eurchases in this LES ICES are uni- 
laterally set-aside for Small and Disadvantaged 
pu-lnesses. 





mje s 10O7000—-$25,CCC> Purchase in this category are 
net set aside for Small and Disadvantaged Businesses. 


Scurce: Researchers 
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Figure 2.1 Small Purchase Categories. 


Frocurements in the first category are relatively 
Simple, as small purchase fersonnel are relieved of mcst of 
the xreéeguirements fcr documentation and other clerical 
duties. They must, however, determine that the price the 


Goverrment pays is fair and reasonable. Although competition 


in itself 1S not recited? buyers are required tc ensure 
that purchases in this category are fairly and eguitatly 
distrikuted throughcrt the LEusiness base. 

The second categcry of procurements is somewhat mecre 
complex, however it 1s not substantially different than 
Frocurerents for under $1,000. Small purchase personnel are 
reguired to obtain adeguate competition for frocurements in 
this Lance, and are also encouraged to solicit at least 
three bids to ensure that prices are in fact competitive. 
Additicgbailly, for purchases between $5,000 and {1C,000, 
-uyerse are also reguired to frost a notice of anticipated 
Frocurements in a puklic place so as to afford localerias 
nessirer the cpportunity to ascertain toe scope and extent of 
expected small urchases akove this nominal value Ey the 
Goverrment [Ref. 14]. Buyers are also encouraged,  Euwtiige 
required, to do tke same fcr procurements of i¢ess than 
£5,00C. The mcst iffortant aspect of all purchases Uncen 
$10,000 is that they are unilaterally reserved for small and 
Cisadvantaged businesses, with few exceptions [Ref. 15]. 

The third categcry of jfrocurements with which small 
Furchase fersonnel are faced 1S that cf procurements in 
excess of $ 10,000 but less than $25,000. This categqonhymae 


the mest recent addition to the duties of small furchase 


perscriel], and is the area where the idicsyncrasies of 
competitive procurezent are least understood by smali 
Furchase personnel and their supervisors. All procurerenes 


in this category must be synopsised in the Commerce Fusiness 
Pawiy, {CEL 
[. HBEITACDS 


Small purchase by its nature 1S involved in repetitive 
Furchases cf lew dcllar value items. In consonance with 


efforts to alleviate gzuch of the clerical duties assce72. 7 
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mith Governient froctrement, a limited number of [furchasing 
vehicles is authorized for use in the small purchase arena. 
The gé€neral purchasing documents that are authorized in 
small purchase are the blanket purchase agreement, the 
Furchase crder, the imprest fund, delivery orders, and 
several cther documerts of less significance. Each of these 


femrecles 12 examined in brief ktelow: 


Tne blanket jfurchase agreement is an administrative 
device designed to reduce the time and effort reguired to 
make repetitive purchases from the same source for siniiar 
categories of material. It 1S an agreement between the 
vendor and the Goverrgent that allows representatives cr the 
Goverrgwent to place cral or written orders against. a [req 
existing purchase agreement withcut a formal purchase order. 
It is generally executed orally, and the person placinc the 
call need orly ccntact the vendor, obtain a price gucte, and 
Flace tle crder. Accountalkiiity and administrative ccntrol 
are ensured through the use of "call numbers" that the Luyer 
gives to the vendor. Invoices are normally only prepared 
monthly and substantiated Ly a summary of the call numskers 
and their associated prices. The Government retains a 
modicum cf control by including a clause in blanket furchase 
agreements that states that the Government will not be 
jiaable fcr calls (purchases) flaced by fersons not specifi- 
cally authorized by the Governrent [Ref. 16}. An additional 
renefit to the Gcoverraoent, ccimon to users of BPAS, is that 
through judicious delegation of the authority to use Elanket 
Furchase agreements tc the ;ersonnel generating the reguire- 
ment, the kuyer can fe relieved of these relatively simple 
Furchases and can tetter allocate their time tc these 


Furchases requiring acre expertise [Ref. 17]. 


Furchase orders are the Easic tool of smail furchase 
rerscnmnel and are used for nearly all purchases that are Trot 
within tke purview of Flanket furchase agreements. MThey are 
essentially an offer to a vendor, based upon a determination 
that the frice listed on the furchase order is the amcst 
advantageous to the Covernment, for the vendor tc frevide 
supplies and services to the Government in accordance with 
the terms and conditicns of the order. Although a furchase 
crder is net technically a centract because it iS an Cites 
cn the part of the Gcvernment witnout corresponding accerfrt- 
ance ry the supplier, it is considered essentially a 
contract as the Euyer and seller have usually agreed tc tne 
terms and conditions before it is prepared. It is nom 
however, a legal contract until the contractcr prevides the 
requested gcods cr services, or until he begins substantial 
perfcrmance of the required work [Ref. 18]. Wath the excep-= 
tion regarding the timing of the document's legality asa 
contract, these documents are analogous to contracting in 
the frivate sector. A significant subset of purchase crders 
are these that dc not have an agreed upon price at the time 
ct issuance by the Government. These are referred to as 
unpriced purchase orders and are utiiized to commence neces- 
Sary werk ch a project that has an undetermined sccpe. There 
are fairly stringent cules governing their use and 


applicaticn fret. 19. 
3. Imprest Fund 


The amprest fund is another category of small 
rurchase that is desicned to overcome the expense of flacing 
crders fcr very small dollar value items. It is essentially 
amettcd Ey which users determine a source of supply ata 


fair ard reasonakle frice, and then obtain a cash advance to 
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Buperhd=c the material directly trom the vendor [Ref. 20}. 
Tne impetus for the imprest fund is that most purchase crga- 
nizations, includinc the Government, have found that the 
cost tc frocess a small doliar value purchase action through 
the purchasing [Eranct often far exceeds the value of the 
item réing purchased. In an effort to overcome this civicus 
inefficiency, price controls are somewhat relaxed with the 
expectation that the cost savings far exceed any pctential 


abuses. 


4. Lelivery Orders 





The final major categcry of small purchase tech- 
nigues is the delivery order. Delivery Orders are nct actu- 
ally a methcd of small purchase, however, they are utilized 
freguentiy by small purchase personnel. These types of 
Furchases may reduce the time reyguired to execute an crder, 
and ccnsée€guently the cost of small purchase by allcwing 
Euyers te place delivery orders against existing contracts. 
Another primary advantage of delivery orders is that they 
allow several purchasing offices to utilize the same 
contract, and thus take advantage of guantity discounts that 
Meey waght not re able to gualify for individually. These 
crders are placed against ccntracts commonly referred to as 
indefinite-delivery contracts. There are three types of 
Mmaetinite~delivery ccntracts; definite-guantity contracts, 
requirements contracts, Sud tNeCeltinnre—(wantity Contracts 
Poet. zi}. The apfropriate choice of these contracts is 
goverred ty the amourt of ainformation known regarding tizes 
cf delivery, and guantities reyuired at the time the 
contract 1S awarded. These ccntracts offer several advan- 
tages to the Governmert, including minimizing the level of 
Goverrmert stocks for materials where taere is a Known need, 
permitting direct delivery to users, andallowing a large 


measure of flexibility on the part of the Government as 


A) 


regarcs délivery scheduling and ordering of sufelies and 
services after Leguirements materialize. They aisc permit 
faster ordering of needed supplies and services while mini- 
Wizing the Governments obligation to the minimum guantity 


Specified in the contract. 


Fe FERSCNNEL 


Within the Federal Government, smali purchase duties are 
assigned to civiliar personnel in the GS-1105 and GS-11006 


series. These personnel are the primary personnel perfcrming 


small fpurckase acticnsS within the DOD, With silitam: 
enlisted personnel ccuaprising the other segment. Cn ccG@ag 
sion, contracting personnel in the GS-1102 series are 


assigned these duties, however an aSSignment of this sort 
would Fre an anomaly, as their expertise is generally 
utilized only on acquisitions in excess of S2570008 Within 
the GS-1105 series are several classifications that divide 
the series into differing levels of kncwledge, skill, and 
Superviscry resgonsikilities. The focus of this paper was 
toward GS-1105 and GS-1106 personnel that have been cue. 
job fer several years and that have completed the tasic 
small furcetase course in one form or ancther. These 
perscnnel are the "™ -Fread and butter " of a small purchase 
crganizaticn, as they are the personnel that are tasked with 
the vast majority cf purchasing actions in the sma 
Furchase spectrum. It 1S assumed throughout this payer tkat 
these perscnnel are familiar with the basics of small 
Furchase and only réguire specialized training in specific 
areas wtere there is a general lack of knowledge or 
undeérstardingy. 

GS-1105 series fersonnel are termed small furchase 
specialists and are responsibtle for the vast majority of 


Frocurenents within the scope of small purchase. GS-1106 
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perscrnel or the otker hand are procurement assistants or 
procurement clerks, and are not generaliy directly tasked 
mem Taking plocurenent acticns. The distinction rFetween 
GS-1105 and GS-1106 fersonnel is less definite in the field 
however, and it is net unccmmon for GS-1106 personnel to be 
perrorfting small purchase functions. Thevesue vorea tyrical 
Fositicn Description (PD) fer GS 1105 series perscnnel is 
cited Lrelow: 
Pace utrcomaide FeSspOnsiFiijties of GS-=1105 
Fersonnel involve methcds of acyuiring goods 
and sé€xrvices thrceugh an acyuisSition process 
Seeetectiod  —knews aS Sipplified purchasing 
procedures. Tkese methods include, but are 
Det ft Tibed sto the use of mandatory sources 
cf See blanket EuUEChHaSe agreements, 
lmprest funds, oral quotes, and fpurchase 
crders With open Market sources. Except for 
these unigue, cksolete, or specialiy fabri- 
cated OL marufactured items Beg uieiong 
gn-depth ~negotiations that may resul from 
HeguestsS for Qtctation, goods and services 
eased are readily identified, described 
krand name, cenerally ccmmercially avail- 
afle, nationally or regionally advertised, 
and available fron numerous sources. 
Supervisory control may range from close 
Supervision of the entry leve trainee, to 


crly a general review of actions taken for 
legal conformity ry journeymen. [Ref. 22} 


Fe SUMMAEY 


As €videnced by the brief introduction and exarination 
cf small purchase discussed abcve, it is a conplex set of 
rules and regulations that govern a very sizeable percentage 
cf purchasirg by the Federal Gcvernment. It is an area taat 
reguires increased attenticn in the Procurement ccmuounity 
and will te receiving ever increasing scrutiny Ey the 
Memgress and the puklic. Although the duties of small 
Furchase fersonnel are often considered clerical in nature, 
they are in fact guite complex and demanding. The duties and 
responsifilities of small purchase personnel have increased 
dramatically in the fast several years, yet the Federal 


Frocurement system has failed in large measure ‘to reflect 
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this increase in scope through a Gonecmecame: 





Heges [diye tlaiweenge 


III. EROFESSICNAL DEVELOPMENT 


Aw. Ib8BTECDUCTION 


In the process of gathering data concerning existing and 
rropcsed small furchase training, it became increasingly 
clear to tte researchers that any training program may be 
drametacally impacted by many frofessional and organiza- 
@7Ondl characteristics. Interviews with buyers and supervi- 
sory fperscnnel at field activities consistently [produced 
comments ccncerning weaknesses in professional and organiza-~ 
tional development. It was consistently perceived that 
these weaknesses related directly to training in a numcter of 
important ways. Further, €ven across varied activities, a 
Surprisingly consistent pattern ci concerns emerged. 

Accepting this interrelationship for the moment, the 
following twe chapters will identify those professicnal and 
Organizatioral concerns expressed in interviews, examine 
their impact upon training, and attempt to suygest acticns 
that may lessen the adverse effects. The list is net Ey any 
means all inclusive, andis intended only to suggest areas 
for activity self-exaninaticn. Additionally, current legis- 
lative and regulatory efforts in these areas will te hkish- 
lighted in order tc introduce the reader to current 


initiatives at the Federal level. 


mee CURRENT DIRECTIVES 


Ir ar atmosphere of increased’ Congressional and fublic 
concern akbcut the integrity cf Federal procurement systems, 
it is net surprising that the yuality cf procurement 
personnel should come under scrutiny. The results of this 


scrutiny have been numerous studies and inyuiries resulting 
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ome Gear dieeloneg regulation, and establishment cf fcrual 
rodies within the Federai agencies to implement reforn. 

The rost comprekensive regulatory attempts to premcte 
Frofessicnal develojrent of Federal procurement ferscnnel 
are ccrtained in "Tke Office of Federal Procurement Pclicy 
Act" [Ref. 23], Executive Order 12352, "Federal Procurepem 
Reforgs" [Ref. 24], and "The Oftice of Federal Procurement 
Folicy Act Amendments of 1983." [Bef. 25] "The Office of 
Federal EFrocurement Eolicy Act" established the Office of 
Federal Erecurement Fclicy ({OFEF?P). Additionally, the ae 
directs the heads cf each of the executive agencies to 
develcr and maintain a procurement career management prcgram 
withir their respective agencies to ensure an adeguate 
professicnal work force. In crder to implement the frovi- 
sions cf "The Federal Procurement Policy Act, Executive 
Cader Wizs=2., delineates ofjectives to be achieved Ey the 
agencies. Career maragement froygrams are to cover the full 
range cf fersonnel management functions. Programs are to 
result in ahighly gualified, well managed, prcfessional 
work force. Finally, "The Cffice of Federal Procurement 
Folicy Act Amendments of 1983" is even more Specific ir its 
directior to officials in the Executive agencies. Bl 
reguires the establishment of a formal Procurement Career 
Management System to ke jointly admin- istered by tke agen- 
cies, and further directs the development of ferzal 
Frocurement Career Frograms tc form the substance cf that 


Systeg. 


C. TEE TASK GROUP AXL ITS CCNCLUSIONS 


As a direct restlt of Executive Order 12352, varicus 
inter-agency task gicups were impaneled to address a full 
range cf precurement ;troblems. Under the direction of CFEP, 


Task Group 6 undertcck a comprehensive examination of each 


By 


Baeectpce tne €X1Sting ~Erocurement work force. In) particular, 
the fciicwirg areas were examined for each of the recognized 
Pectrcesichar Series related tc procurement [ Ref.) 26] : 

Le The status of the series at individual Executive 
agencies. 

ae Mutual and urigue froklems in performance, training 
Made career frogressicre 

3. Identified areas in need of ifprovement. 

GY. Suggested improvement technigues and programs. 

a The best mé€theods to develop and manage effective 


careerI Management procrams in crder to satisfy the guidance. 


The results of the initial work by the Task Fecrce, 
presented in early 1S€&4, indicated some serious weaknesses 
in existing programs for smail furchase personnel [Ref. 27]. 
In fact, the group ccncluded that no erfective career devel- 
Cpment cr training prcgram exists for most 1105/1106 series 
Ferscnnel withir the agencies. OCeupattonalsohatdandc ior 
the 1105 series had last been rewritten in 1969, With no 
substantive revisions in the ensuing 15 years. As written, 
these stancards failed to reccgnize the current duties and 
respensitilities of tke 1105 series, and failed to reflect 
the current complexities of small purchase procurerent due 
Boerecuiaticn and law [Ref. 28}. Pugihienr, the existing 
Standards did not acccunt fcr the tremendous increase in the 
volume and variety cf tasks assigned to the 1105 Euyer due 
to the rise in threshold values from $2,500 to $25,00C for 
all acencies during the period of neglect [Ref. 29], nor did 
they reflect the level of sophistication of some items now 
withir tte threshold amounts. 

Farticularly trceublesome to the Task Force were the 
terms and définitions associated with the 1105 series in the 
Smerstarg standards [ bef. 30 j. Siaiieeurehbase,)) as a dis¢ei- 


Fline, was distincuished primarily by its reliance ufon 


. 


Ga) 
da) 


Simplified furchasirg frocedures. TInis distinction apreéeared 
Girectiy responsible for the widely neld oelief that the 
small purchase functicn was relativeiy simple and primarily 
CGCleraGay 1n nature. This keliegf, in turn, had fosterec the 
formaticr cf an aura cf second-class citizenship arcund the 
field of snali purchase, without admitting that simplified 
purchasirg frocedures could cover many complex transactions. 
Finaliy, it was clear to the Task Force that the ecutcaged 
1105 starcéards were in direct conflict with the recently 
rerorged cccupational Standards for the 1102 series 
Preiss. Iie The 1102 standards had reserved f crm 
contracting in all its forms to the 1102 community) vie 
the 1105 standards assigned the same functions to 1105s in 
certain instances. In fact, as will be discussed later in 
this repert, this inconsistency has caused considerakle 
confusicr ir personnel and task assignment which is still 
keing €xperienced today. 

Task Force 6 fourd Similar problems with the occufa- 
tional stancards relating to the 1106 series. Altkough scre 
revisiors had been accomplished, there was still ccnsider- 
able cverlarzr of prescribed functions with those £ the rew 
1102 stardards, especially fcr frocurement assistants at the 
GS-6 level and atove. Addwvevonaily, it was noted that no 
training pregrams of note had teen developed and dedicated 


to the particular needs of the 1106 Series [Reto ezie 


bes LEE VIEW FROM Tart FIELD 


Interview responses from supervisory personnel and small 
purchase buyers at various field activities tend to sufpcrt 
the cenclusicns reacked by Task Force 6. Most 1105 and 1106 
position descriptions support the notion of small furchase 
aS aclericai -function, at least as perceived Ey thcse 


involved in small purchase. Those interviewed repeatedly 
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melacéegumthat pcsiticn descriptions fprimarily emphasize 
Frodtctivity in terms of volume at the expense or guality 
recognition. hema pears that ib Many ae@etivities, mids and 
1106 jperscrnel are cften asked to perform in areas not 
related to their prefessionai standards, much like temperary 
Eelp. 

A second common percerytion related by small furchase 
ferscrnel is that cf a systemic preference for those 
contract personnel in the 1102 series. This preference is 
manifest in the form cf greater cpportunity for advancenent, 
a less cémanding werk atmosphere, more organizational 
suppert, and better fay. Frequently cited examples irclude 
the relatively greater nugker of higher grades in the 
contract skops as well as the felier that performance evalu- 
ations are generally better. Almost without exception, 
small purchase jerscnnel see no comparable systemic effcrt 
to recognize small purchase as a protressional discipline. 

The final grcup cf consistent responses relates tc the 
atmosfrere in the small purchase shop itself. it .1¢ Der 
uncomzcen fcr buyers to characterize their werk envircrment 
@emesifvilar to that in an industPaal “sweat shor." This 
seems tc derive primarily from the work loads coupled with 
the ccaplexity and chanyeatility of task assignments. 
Finally, srcespondents often mentioned the lack of formal and 
inforgal recognition for superior performance, and tne lack 


cf needed training adginistered by the commands. 


Meee LEE EHACTICAL EFFECTS 


ZEEE practical effects of this professional neglect of 
feae perscnnel engaged in the sgall purchase functicn are 
likewise readily afrarent from the responses of those 
involved. There exists considerable confusion at all levels 


about the nature of 1105/11Cé responsibility, esrecially 
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where tasks appear Sinilar to those assigned to perscnnel in 
the 1102 series. Cersequently, it is guite common, tFtased 
upon the researchers! cbhservations, to find small purchase 
perscnnel working in areas that snould properly ke assigned 
to contracting personrel in the 1102 series, and vice versa. 

A second manifestation, clearly recognized by ranagers 
at all] levels in procurement administration, is the high 
turncver rate among ¢mall furchase personnel. EXperienge 
appears tc estaklish the organizational iife expectancy of 
the kErightest small purchase performers at about three 
years. After that, they tove into contracting jolts in the 
1102 series, or fositions in cther sectors of Government and 
Civilian endeavor. This would hot be partics lame 
Gisturking if it represented genuine career progression and 
resulted in a supericr work ferce overall. However, the 
researckers' research clearly suggests that such moves are 
usually motivated ry a desire for higher pay and less 
intense work, rather than any real interest in the field of 
contracting aS a career. 

An €ven more revealing and potentially more damaging 
"attitude" problem surfaced in the researchers! observaticns 
and interviews at many activities. The researchers clearly 
noticed an air cf deep cynicism on the part of Many Cuyem. 
concerning a variety of aspects of job and Organizatyem 
Interview responses seem to indicate that this is primarily 
the result of a perceived disparity between a buyer's cwh 
desire for professicnal status and actual organizational 
treatment, commonly characterized as non-professional. This 
cynicism, in turn, has engendered an underlying «ccd cf 
hopelessness manifest in frequent complaints about né€ver- 
diminishing work loads, minimal opportunities for advance- 
ment, and a lack of individual recogni eon 

Many cther fractical effects of the general deficiency 


cf prcefessicnal development were noted in the researchers’ 
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intervienus. imesor these, particularly, bear noting here. 
First, there appears to be a common reluctance on the part 
cf buyer-level 1105s and 1106s to accept Supervisory respecn- 
sibility. Interview responses indicate that this signifi- 
cant step in career development is avoided as a result of 
the view that such responsibility means little more than 
additional work. Seccndly, the researchers were dismayed to 
find that, on the whcle, the mcrale in most small furchase 
enops is dismally lew. Each of the previously presented 
professicnal deficiencies has contributed, to one deégrée or 
another, tc this Situation. it 25 £Urthier apparent, “f£rom 
the researchers’ inté€rviews cf those in management fosi- 
tions, that the true extent of this decline in morale is hot 
generally recognized. 

Finally, and perhaps most critically from the standroint 
cf what the researchers hope tc accomplish, the researchers 
cbserved that many cf the factors discussed may have cper- 
ated to lessen the incentive of the average small furchase 
kuyer to learn and aAimprove jcb skills. This eélemenrt of 
kuyer attitude, alcre, aprears to nave hada decidedly 
Megadtive im;act upon existing efforts to conduct training at 
all activities that sere okserved. Again, any connection 
that fay exist between general deficiencies in prefessicrnal 
develcjuent at the activity level and iearning attitude 
appears tc have escaped those responsible for training 


design at all levels cf the precurement effort. 


Fe. TASK GRCUP RECOMBENDATICNS 


Oii@ce lask Ferce 6 had ccmpleted itS primary task of 
develcrirg an effective career development program fcr the 
1102 series, it turned its attention to general reccmmenda- 
tions ccnceéerning the small purchase series. in-car ly Marea 


ere 1S9€4, the Task Greve issued “Task Group 6 Report on Small 
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Furchase Eersonnel Career Management," and presented the 
report to the Executive Committee on Federal Procurement 
Reforn ch March izth [Refs Seme aAhile essentially a 
proycesed eclicy statement, the report did reccmmend that the 
executive acencies jyerform the following tasks [Ref. 34], 
[Ref < 32g 
1. Levelop comprehensive flans for employing, fronrcting 
and tralgcing small prrchase specialists. 
ae Establish career development plans for small 
Furchase specialists to include definitized criteria anda 
certificaticn progral. 
ce Establish fcermal "career bridging" nechanisns ae 
enhance’ 1110S Vtransiticn te. die 
4. Develop an interagency program for comprehensive 
training in small purchase technigues. 
S. kevise and cewrite the GS-1105 and GS-1106 claS=cismae 
caticn and cgualifacation standards. 
6. Establish an interagency work group to define: 
a. Specific weaknesses. 
kr. Necessary skills. 
Cc. Traiping and exferience goals. 
d. Guidelines for demonstrating proficiency. 
Essertialiy, the Task Force report reflects shat the 
resé€archers believe may be appropriate yoals for any ccrpre- 
hensive and coordinated career development program fcr smail 
Furchase fersonnel. Research conducted for this trepcrt 
indicates widespread interest in accomplishment of the 


follcwing specific oljectives: 


dic Gvercome perfcrmance guality and productivity freb- 
lens. 

ee Reduce small purchase related fraud, waste, and 
abuse. 

Se Erevide for an orderly and predictable transSitgdon 


fron 110£/71106 series to the 1102 series. 
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#. Enhance entry-level hiring practices and stardards. 

ae Stimulate a sense of professionalism in the small 
Furchase ccomunity. 

Cis Prcvide timwely and usable reference materials to 
small purchase personrel in the field. 

US Ersure funding fcr small purchase research and 
training. 

ae Clarify areas of professional responsibility and 
expertise. 

ae Specify sStardards for both £fcrmal and on-the~jop 
training for ali small purchase personnel. 

1C. Conduct ark ongoing program of review of small 
Furckase methods and [rocedures. 

11. Define predictable career patterns with visitle 
perfcrrance and experience nilestones. 

1Z. Pxrcmote Government-wide consistency in the field of 


small purchase. 


Ge. ACTICNS UNDERWAY 


As a result of tke policy structure established by the 
Task Force, some corstructive actions are already underway 
in the area of snmall purchase career development. 
Representatives of the Task Force have begun a comprehensive 
survey of the smali purchase function. The survey, schéed- 
uled to ke completed in the fall of 1984, is designed to be 
Eroad krased, systematic, and to solicit views fren all 
devels of the Federal frocurement Community. The results of 
the survey are interded to serve the following furfoses 
meet. 36. : 

1. To define specific career management goals. 

2. To address specific organizational weaknesses. 

3. To identify specific areas of performance weakness. 


4. To identify specific training reguirements. 


Bi) 


Ccncurrently, uncer the srponsorshi,; and guidameeuc te 
Federal Acguisition Irstitute (FAI), development has Lregun 
cn a desk guide, wcerkbook, and instructor's manual to be 
used as a kasis fer training andas a reference fer small 
purchase personnel [kef. 37 J. This package is scheduled for 
completicn rear the end of calendar year 1984, and is keing 
desigred fcr interagency use based upon Government-wide 
Frocuremrent concepts. individual agencies will be encour- 
aged tc supylement tke material in order to highlight unicue 
Froctleas anc concerns. 

Finally, discussions are currently underway witk the 
Cffice of Fersonrel Management (OPM) corcerning the revision 
cf classification and qualification standards for the 1105 
and 1106 series [Ref. 38]. Simidar revisions have been 
completed fcr the 110z series, and it is expected that clear 
delineaticn of series respensibilities will scon be 


TORt hee ting. 


He DISCUSSION AND ANALYSIS 


The inpertance of a competent small purchase work force 
Cannot cre cveremfphasized. Small purchase, as a functicnue 
has a tremendous impact on operational readiness. Tne vast 
fajority of missicn-essential supplies and services not 
availarle through Gcecvernment sources are obtained through 
Ssmail purchase. The relative autonomy and low visibility of 
the small purchase Euyer signal high potential for fraud, 
waste, and abuse. Sgall purchase shops have, over the past 
three years, provided in excess of 50% of the entry-level 
persconel in the 1102 series [Ref. 39]. This percentage 
will undcuktedly rise as the level and quality of training 
increase in the small purchase shops. Because of the large 
number of actions generated in the area of small purchase, 


the pctential for adginistrative cost Ssadvil¢@syas sare Ue 
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increased Luyer froficiency is tremendous. Indeed, perforn- 
ance improvement may be more closely related to actual 
dollar savirgs in Sfall purchase than in any other single 
area cf [recurement. 

The efforts of Task Group 6 have placed the Federal 
Goverrmert well on the road toward achieving a numker of 
important objectives in the struggle to improve small 
Furchase procurement. Chief among these may te: 

Ue A realiizaticn of the importance of the smail 
fFurchase function and its perscnnel. 

DE A clear definition and segregation of authority and 
respcnsilfility in the procurement work force. 

5 Establishment oi real opportunities for career and 
perscral development at all levels of Government procurement 
in general, and small purchase procurement in particular. 

4. A renewed sense of professionalism in the small 
Furchase ccumunity. 

a The ainstitttion of adéyuate programs f£f0r ongoing 
trainirg and evaluaticn of small purchase personnel. 

C. Uniformity and consistency in the performance of 
small purchase prcecurement throughout the Federal 
Coverroert. 

While it is extremely encouraging to note the frecress 
teing made in the area of small purchase career develcpment 
reform, the researclters must note some substantial ccncerns 
that nay also need tc be addressed. FIiLSt;, Tesearcn indi- 
cates that there are those personnel who will be contert to 
réemair in the 1105 ard 1106 series, and do not aspire to 
cross the career "bridge" to the 1102 series. There afrears 
to be a lack of orgarized encouragement and support at all 
levels fcr this career choice. Further, interviews reveal a 
perceived lack of relévant training and precfressional treat-~ 


ment fcr these career small purchase personnel. 


44 


Ike researckers' final ccncern iS» that Gach) seme 
emerging e¢exrhancements to career development in small 
Furchase re translated into reality at the operatioral 
level. Werk loads often will not, without adjustment, 
permit the reguired levels of training. Evaluaticn criteria 
for small purchase personnel, as mentioned earlier, are not 
always ccnsistent with the established career develcfment 
farameters. Additicrally, manning levels are generally ret 
adeguate to perait concentration on aLPropreaee 


respersitilities. 


is” ~SUsBaAEY 


Relatively recent Congressional and Executive initia- 
tives, then, have regun tc explore possible weaknesses in 
professicnal develcrment pregrams for smali purchase 
persconel. SurveyS how underway are intended to precduce 
data that may be utilized to establish formal career 
Patteirs and §trarninc orrog rans. General goals and pelicy 
chjectives have keen specified, and some preliminary acticns 
have reer urdertaken. 

The researchers interviews reveal a current CCICern on 
the fart cf small furchase professionals regarding the 
guality cf rfrofessigral develorment. A number cf specific 
areas Lave Feen addressed in this chapter. Responses indi- 
cate a ferceived connection Lretween weaknesses in frefes- 
Sional development ard the effectiveness of any frefosed 
small purchase training programe 

Ic this end, it acst be noted that weaknesses in prcefes- 
Sional development may be only one of two classes of infedi- 
ments tc the implemertation of effective training fcr small 
Furchase fersonnel. The second class appears to corsist of 
ferceived deficiencies in the organizational structures and 


Fractices of individual commands. The next chapter will 


these perceived organizational deficiencies in 
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iV. ORGANIZATIONAL STIROCTURE AND PRACTIC=. 


A- IkKTECCDUCTION 


Jtst as weaknesses in small purchase career develcfment 
tay ke negatively influencing attitudes toward training and 
professicnal improvezent, fperceived deficiencies in organi- 
zaticral structure at the activity level may be havine the 
same kind cf impact. This structure defines the working 
atmosfhere within which any taining program weculcee 
conducted, and are ci great ccncern to Duyers and supervi- 
sory fersonnei alike. It is recognized that each activity 
struggles with its cwn unigue set of problems and solution 
constraints. Recent Contract Management Reviews and inter- 
view responses indicate, however, that certain clearly 
defined areas emerge time after time. 

Reported performance and training deficiencies in these 
areas aprear to resuit frem the relative positicn cf the 
small purchase functicn within the contracting organizatiene 
and fren the administraticn of the small purchase (iia 
itself. Issues enccuntered range from technical competency 
to mcre sukcsective ccrsideraticns, such as attitude. It vies 
the researchers opirion that tost of these organizatioral 
weaknesses may be addressed with little disrupticn cf work 
£LO Ws Scare, however, appear to reyuire a reevaluaticn of 
orgarizaticnal policy at varicus levels and a redefinition 
cf the stall purchase ftunctyven. 

In this Chapter, the researchers will examine e€ach of 
these areas in turn. The presentation will focus on the 
frotential impact upon small purchase personnel and training. 
Fama dt live for each area, the researchers will identify 


Fossikle seclutions. 
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EpeecCrPAKATION OF PRCEESSZONAL SERIES 


Tu the erevacus Chapter, the Elurring cf proper distinc- 
tions Lletween procurement series waS rélated to cutcated 
classification standards and inaccurate position descrip- 
tions [Ref.j 40). The results of this apparent confusicn are 
most clearly seen at tke activity level. In the contracting 
activities that the researchers visited or otherwise inter- 
viewed, twe manifestations were common. First, as indi- 
cated, small purchase perscnnel in the 1105 and 110€ series 
were cften performing tasks normally the responsibility of 
1102 ferscnrel. This was especially true in smaller activi- 
ties. In addition, where 1705s and 1106S were both present 
in the same organization, they were usually indistinguish- 
able in task assignmert. 

In this situation, solutions are merely the extersicn of 
current efforts at tke Federal level as previously descrited 
{Ref. 41°, [Ref. 42]. Individual position descripticns mvrst 
ke rewritten in accordance with the recently revised 1102 
gualificaticn standards and the pendiny revisions fer 1165s 
ema 1106s. Specific attention must be paid by managers and 
Superviscrs to assigning responsibilities in line with these 
revised fesition descriptions. Finally, critical evaluation 
elemerts mist be reviewed tc ensure tnat they relate to 


apprcrpriate task assicnments. 


Cw. CHGANIZATION OF TEE BUYING FUNCTION 


Tre ktuying function in small purchase shops has teen 
divided Ly various activities in a number of different ways. 
in the ccurse of research, instances were noted of buyers 
divided ty commodity, by ferceived level of difficulty of 
the acticn or buy, ty gecgraphic location of venders and 
Suppliers, by major customer, and by combinations cf these 


forms. There are wtgost certainly other methods’ emfployed 


elsewhere, particularly by orcanizations with fore s-eec?. 
ized xesroneip litres: It 1S not clear inh many instareeer 
howevel, whether tkese schemes have been utilized as a 
result cf froven effectiveness, or wnether they have Leen 
Ferpetuated from one lccal administration te another throu, 
time. In other instances, this organizational Zacetwaee 
being ccnstantly chanced on the basis of changing adgzinis— 
tratico preferences. 

Euyers perceive sone decidedly negative etfects 
resultin¢e from this inconsistert application. They have 


expressed a sense of confusicn when familiar systems are 


constantly changed. Organization by level of acticn dines 
culty fap cans, both from interviews and observation, to 
Fresent a number of potential problems. First, 1t vem 


effectively deny grcwth opportunities to less experienced 


ruyers. Also, i1t fay render proper rotation of scilcimee 
tions and Tilanket furchase crder (BPA) calls much more 
Gir cuit. as commcdities cverlap witnout an effective 


systea cf communicaticn or cross-check available in mest 
activities. Some systems appear to make it extremely diffi- 
cult te rotate Luyers to breaden experience. The Euyer's 
ability to Eecome faniliar with vendors and froducts may be 
hindered Fy some of the existing forms. 

Scme kasic solutions readily suggest themselves under 
thes€ circuastances. Each of these solutions, nowever, mtst 
ke tlexitly viewed in order to account for unigue manning 
and custcmer service reguirements. PES Et, each activity 
Should reexamine its LEuyer assignment policy, to include the 
follcwing ccnsideraticns: 

1. Effective utilization of existing expert wee. 

2. Ef£fective training through assignment Toctativer. 

ae Personnel development through exposure to assign- 


ments of varying levels of difficulty. 


46 


Ye (anime orrOrtthity for buyer familiarity with 
sources and prodtcts. 

Buyers aintervierned indicated the highest degree of 
satisfaction with organization by commodity. Such a classi- 
ficaticn sckeme does appear to realize ail relevant consid- 
eeaticns. hte etsy Fiikely that increased use cf data 
Frocéssirg €guipment would ease the acute problems cf ccmmru- 
Nicaticns ketween buyers, and render many of the cther 


twethcds more effective. 


Te. BEFEFENCE MATERZTAIS AND PUBLICATIONS 


Ccntract Management Review (CMR) discrepancy reforts 
Tepeatediy cite the absence cf up-to-date publicaticns and 
reference raterial ir many small purchase shors, esfecially 
in the saalier and mcre remote activities. Even though the 
Federal Acguisition Fegulations (FAR) and the associated 
Tepartmert cf Defense FAR Supplement (DOD FAR SUPP) Fté€came 
effective as of April 1, 1984, many activities contacted do 
not have sufficient copies of these vital jpublicaticrs to 
serve Ekuyer needs. At nearly Every activity, there apreared 
to ke very little guidance available to buyers on the use of 
the FAR and DOD FARSUTEP. NAVSUP P-467, the primary refer- 
ence cf snall purchase for many years, has Leen superceded 
Ey the FAR, and yet Euyers ccmmonly report that ne guidance 
has keer given frog any level concerning its iumediate 
Status. 

Scluticrs to these problems range from the simple tc the 
complex. Many activities may avoid recurring CMR discreran- 
cies [Ey sigply enstring that an adequate number of the 
Eroper puklicaticns and reference materials are availatle to 
small purchase ferscrnel. This should definitely include 
the fcrtkconing FAI reference materials mentioned in Charter 
III [Ref. 43], Dedicated training in FAK and DOLD FAR SUPP 
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utilization should ke required for all Stam@l purchase wees 
visors and perscnnel (although this subject will net be 
addressed in this work). Most importantly, NAVSUE Sihouda 
take the lead in development and promulgation of a clear 
policy regarding prorfer reference sources for small furchase 


ruyers under FAR. 


Fe. CURBKENT LEGISLATICN, REGULATION, AND INSTRUCTION 


Anctker significant buyer complaint concerns the diffi- 
culty exrerienced in keeping abreast of emerging legisla- 
tion, regulation, and instruction pertaining  t€c¢c Siam 
purchase. It 1s reported that cobies o£ this Kinaues 
Material are often nct availakle to tne individual Luyers. 
When material is available, it appears that it is cirten 
difficult tc understand and seldom interpreted and sutga- 
rized fcr the convenience of user personnel. Buyers 
complain that the relevance of available material to 
specific buyer tasks iS not always made understandable. 

The researchers contend that this Situation may repre- 
sent a critical weakness in the structure of organizaticnal 
Suppert fcr most small purchase personnel. The rese€arcaers 


suggest that NAVSUP take the lead in developing a fregram to 


gather, frepare, and distrikute regular Summaries of the 
latest legislation and regulation applicable te Siam 
purchase. Superviscrs at individual activities should 


ensure, as a matter cf regular review, that each Luyer rain- 
tains a file of relevant legislation and other pertinent 
Guidance. Also, managers and supervisors should fe tasked 
to cenduct local training on a regular basis §o0 encougae. 
familiarity with the practical requirements applicarle to 


ruyéers. 
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Fe CEGANIZATIONAL GCALS ANU PRIORITIES 


As in any healthy organizaticn, the goals and chtectives 
cf prectrement activities are constantly being reevaluated 
and refined in order tc accomplish the stated missior. This 
has keen e¢speciaily true in recent years as a result of 
increased public and folitical attention. Unfortunately, 
the reséarch indicates that the operative goals and friocri- 
ties cf individual activities are often not clearly articu- 
lated and communicated to small purchase personnel. The 
following kinds cf ccrcerns have been the focus of organiza- 
tional emphasis at frearly every activity at one time ofr 
another: 

1. Exrccurement Adtinistrative Lead Time (PALT), cr scne 
cther weasure of transaction processing speed. 

Z. Ccmpetition fercentages. 

2. ‘Total document numbers frocessed. 

G4. Achievement cf socic-economic joals. 

Mary tines these shifts are ordained by higher authcrity 
mumere sponse to fressures at nigher levels. Often, however, 
they aprear to represent changing concerns at the activity 
level. In any case, buyers frequently report that’ the 
commuricaticn of current areas of emphasis to the tEuyer 
level is not generally timely, andis not always reinfcrced 
through local instruction and training. Eun ener, tkey 
complain that goals ard priorities are not always reflected 
in the evaluation systems azplied to the individual [Euyers. 

Clear and immediate communication of changing gcals and 
Eriorities should [rea key element of policy at every 
fFrocurement activity. Each should develop a written feclicy 
Statement ccncerning the particular goals and objectives of 
the saall purchase function, and see that this statement is 
clearly and regularly ccmmunicated to all perscnnel. 


Ferformance evaluaticns of smali purchase personnel should 
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ke clearly and directly related to achievement ori 
goals ard cbjectives. Every attempt should be made to 
achieve starility ain this goal strucomees It would seen 
desireakle, though nct always fractical, to limit Changecoua. 
those acccmMfanying mission reviSions only. At least, each 
activity shculd attegrpt to avoid those alterations driven by 


transitcry needs or temporary concerns. 


G. EEBFCREANCE APPRIITSATSS ISIE. 


The perceived inadeguacy of Cun rent performance 
appraisal systems fcr small purchase personnel is a Gefi- 
clency apparently recognized Ey authorities at all levels. 
Current systems do nct, those interviewed contend, clearly 
reflect tke perfcrmarce or abilities of buyers or supervi- 
SOLS. iho race, a review of current literature indicates 
that attention has Leen directed primarily toward methcds of 
efficiency szeasuremert rather than consideration of relating 
those measurements tc formal evaluation criteria. 

Each Euyer interviewed judicated a belief that evaluae 
tion sas heavily based upon the volume of actions frocessed. 
Fach felt that such systems did not adequately reflect vari- 
ations in task nature and ccuaplexity. The result, buyers 
seen to feel, is ar incomplete picture of the quality and 
expertise cf personnel (bcth in a positive and negative 
sense). Inadeguacy cf perfcrmance appraisal appears tc bea 
gajor centributor tc the "sweatshop" perception mentioned 
earlier. 

It is the researchers' ofinion that expert mMaragement 
asSistarce at the hichest levels is reguired to sclve this 
problen. Specifically, the researchers believe thane 
"two-pronged" evaluaticn standard must be developed to apryly 
to all small purchase personnel. The first e€lemert in such 


a stancard would corsist of a rating of the overall task 
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complexity cr difficulty assigned to the individual buyer. 
The seccnd element would te an evaluative rating of the 
actual fperformarce cf the Euyer. Volume consideraticns 
@eged still be facicred in, cut should cke weighted to 
reflect the types of tasks Leing performed. The researchers 
suggest that NAVSUP attempt to take a leading role in the 
Gevelcpraent of a basic perfermance appraisal system for 
field level activities. such a system should be flexible, 
within specific parameters, to meet the unigue needs of 


those activities. 


Re RECCCNITION 


The human need fcr reccgnition and poSitive reinfcrce- 
ment is a fundamental concept in the behavioral sciences. 
According to many <snall purchase personnel to whom the 
researchers spoke, kowever, this concept is not always 
incerporated intc practice. RKcutine recognition of suferior 
PericrmMance is citer irregular or non-existent. IN@tacey 
Many kruyers and sSuypervisors consider this a particularly 
sore fcint. Citen, existing recognition attempts are 
ferceived tc be insircere or pelitically motivated. 

In this area, suggestions from the buyers thenselves 
ranged frcm cash awards and fromotions to media recogniticn. 
Tme researckers contend that specitic forms of reccgnition 
are nct tke critical issue. Realizing that there are clear 
damits cn the options available in this area, the 
reséarchers suggest that each activity develop a fcrual 
recocniticn program and use it. Recognition criteria should 
ke clearly communicated to all smali purchase’ ferscnnel. 
Additicnally, the researchers suggest that NAVSUP sfensor a 
regular ;rcegram of field reccgnition in the area cf small 


Miltec hase . 
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T= CIERICAT SUPFORT 


Even with the blessings of Simplified purchasing [roce- 
dures, ¢mall purchase buyers generate a tremendous vecluse of 
Faper werk. Given the time sensitive nature of mest 
acticns, it would seé€m imperative that small purchase Luyers 
receive adequate clerical suppcrct. Buyers and supérviscrs 
report that this is nct the case in many activities, esfe- 
cialiy tkose with large procurement organizations. 

Mcst organizational plans that the researchers crserved 
provide a single tyfirg pocl for the contracting and ema 
Furchase functicns. In general, these pools afprear to 
contain an insufficient numkter of typists to meet all needs. 
Where werk crder is determined by the typists themselves, it 
is perceived by buyers that contracting paper work cften 
takes precedence over that cf small purchase. Buyers 
felieve that this is because€ contracting jobs are more 
interesting, involve more money, receive tore raragement 
attenticnr, and are less tedious. 

The problem of clerical support would not merit mnertion 
excerpt that it appears tc igpact so dramatically “Uees 
cbserved buyer performance. Telays in purchase acticn can, 
in many cases, fce traced directly to delays in the cierical 
Lune Glen These delays have run as long as 10 days, with 
Clerical kacklogs of as many as 800 documents reperted 
[Ref. 44°. Such clerical limitations directly increase Paes 
and necatively infiuence other performance measures. Buyers 
suggest that they are not easily convinced cf the désire- 
ability cf additional] training when they are not™ gecuie 
this simple form of crganizaticnal support for tne werk faa 
they are currently dcing. 

Where possible, activities should establish separate 
typinc peeis tor small Sparen asee Such aa organizatwemam 


distinction may e€ncotrage closer contact between typists and 


buyers, and aid in tke early resolution of froblems. sale oe 
Furchase supervisors would also find it e¢asier tc review 
work and screen friorities in the pool. Clerical rferscnnel 
also kbenefit by increased opportunity to become familiar 
with the unigue needs of small purchase. Alternatives sould 
te to dedicate specific personnel in common pools tc small 
Furchase, or tc establish scne form of work scheduling 
system that does nct discriminate against any functional 


area cf frecurement. 


Jo SUFERVISORY SUPPCHT 


The vclume and variety of small purchase tasks, together 
with the the range of personnel capabilities, appear te make 
effective supervisicr essential to the mission cf small 
purchase. It should be noted that the researchers did, in 
the ccurse of cbservations and interviews, encounter a 
number cf competent supervisors. The research reveals, 
however, a number cf eéssertial management functicns that 

Dany small furchase supervisors do not seem to perfcrm, or 
“pertecra cnly to a ligited degree. 

Althcugh the ultinate responsibiiity for the disfosition 
of individual actions rests with the buyer, interviews indi- 
cate that there are ahumber of screening acticns that 
Should ke ferformed Ey the supervisor to ensure tne most 
effective utilization of time and talent. Incoming ~urchase 
reguests shculd be screened fcr asSignment to the arfpro- 
mepate buyer. Pricrities should be screened to assist 
kuyers ir crdering their work and to prevent abuse of the 
Friority systen. wkere buyers need assistance, fyurchase 
descrirticns shculd ke screened to determine adequacy. 
khere activities frovide Wa lk-thimough sspail purchase 
service, walk-throughs must be screened to prevent fressure 


ch buyé€rs engaged in more urgent work. Screening, ale a 


in 
(a) 


generic activity, afpears to re essential to supervyiscrs as 
a means cf keeping track of the flow of erfort in the sho;. 

Supervisors, 1n any organization, provide the essenoum 
link retween upper levels cf management and those actually 
perforging the task. The researchers observe that it is no 
less true in the small purchase environment. Buyers desire 
that Supervisors také an active role in recognizing the 
achievemerts of individual buyers, and soliciting crganiza- 
tional recognition. tMThey should take the lead in sujfgperting 
the efforts of small purchase personnel, both within and 
without the activity. A competent supervisor shculc be 
easily accessible in ecrder te frovide technical cr cther 
assistance. Supervisors should be able to identify indi- 
vidual areas of need, and shculd be a vital part cf small 
purchase training. 

At least two cther organizational weaknesses that the 
researchers have observed appear to relate to the guality of 
supervisicn. First, buyers relate that supervisors cften 
fail tc ensure that personnel have relevant publications, 
regulaticns, and instructions. Further, it is reported iia 
Euyers cften are not trained in thelr meaning and appiteae 
tion. Second, the researchers observe that more substantial 
attempts tc minimize the recurring aspects of tasks and 
redurcant reguirements for information could begin at the 
superviscry level.. These attempts may consist of désicns 
for lccal forms that assist Euyers in the perfcrmance of 
routire jobs. 

There are no easy answers to the guestion of Supervisor 
competence. The rese€archers suggest only that an expanced 
view cf the nature of superviscry responsibility, including 
elements herein noted, be adopted at all levels. Selection 
and evaluation of supervisory personnel should then be 
grounded in this expanded view. Training, both in general 


Managenent skills and in all aspects of small purchase, may 


also te valuable. Attenticn to the Specific sultject areas 
in the next Chapter would familiarize Supervisors with 
training deficiencies currently found in the field. EO 
complete the circle, formal channels ior buyer feedtack to 
Ssuperviscrs should be established aad their use enccuraged. 
Such mechanisms shculd permit evaluation cf superviscry 


effectiveness 1n a ccnstructive, non-personal manner. 


Ke. CCMMUNICATIONS 


Effective ccmmurication may be the tlifeblcod cf the 
smail purchase organization. A free flow of informaticn, 
Foth inside and cutside the activity, appears necessary in 
crder to accurately determine and satisfy customer needs. 
This infcrmational flcw may also be critical to the process 
cf self-evaluation and performance improvement. Many small 
purchase orcanizatiots, however, appear to be seéricusly 
hampered Ey weak internal and external communicaticns 
systems and practices. 

Internally, feedtack frcm Supervisory personnel te indi- 
vidual Euyers is often reported to be irregular ard ncn- 
constructive in nattre. In several instances that the 
researchers observed, the relationship seemed almcst adver- 
Sative in nature. Ir many cthers, communication cften tcok 
the ferm cf criticisnz of varying strenjths. Buyers corplain 
that CMR discrepancies and other review findings are not 
translated into specific goals and areas of concern that 
Puyer=S can understand. Memcranda and instructions are cften 
Fromuigated in language that is difficult to understand by 
those expected tc be Eound by their content. There is cften 
dittie sharing of gcod ideas and innovative technigues 
withir sali purchase shops. 

Externally, the researchers observe that buyers gener- 


ally have little, if any, péerscnal contact with those feojgle 
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above and relow them in the szall purcnase pipeline. They 
cften de not know vencors and their products first hand, nor 
have they ever met face to face with representatives cf key 
custcmers. The researchers okserved at least one example of 
total dependence upcn an unreliable medium of communication 
ky a large small purchase operation [{Ref. 45}. In this 
instance, the small purchase function virtually care tea 
standstill for a substantial period as a result of disarled 
telex facilities. 

Euyers appear to feel that a crucial aspect of ccanuni- 
caticns, frem the Stardroint cf smali purchase training, ae 
superviscry awareness of individual buyer capabilities and 
weakDESses. This may determine the supervisor's assessment 
cr the level of instructional comprehension and neéd, ana 
conseguertly influences the design and presentation of 
EFdining Bacerian. Supervisors tay also take the lead in 
encouraging the submission cf useful ideas and innovations, 
and assist in making these available throughcut (eae 
organizaticn. 

Sé€veral solutions appropriate to these situaticns have 
keen sucgested frevicusly in relation to other recctlems. 
These include the dévelopment and encouraged use of fcrral 
feedkack mechanisms. These mechanisms should permit recular 
and ccnstxructive interaction of buyers and supervisors, and 
should ke monitored by the activity for effectiveness. 
Activities should develop specific and easily understood 
action plans, including individual buyer goals, as a result 
cf any review or insréection cf the small purchase Lunctrem 
Such reviews are suffrosed to stimulate improvement on the 
part cf the organizaticn, and this can only Le accciaplisted 
if -Euyers understand the results and expected individual 
imprcevements. 

Scme very creative and effective efforts have Leen made 


by varicus activities to break down the fLarriers iasclating 
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Euyers £rcm both customers and vendors. Gwo of the mest 
universally useful, the researchers feel, are "vendor days" 
and meetings retween buyers and) Phone) paw custcmers 
[Ref. 46—. In the fcrmer, available vendors are scheduled 
tO make personal visits to the activity, bringing samples of 
their primary products. Buyers get a chance to see the 
faces and handle the froducts that they deal with cn a day- 
to-day Lasis, apparertly resulting in increased confidence 
and Euyer satisfacticn. Activity sponsored meetings tetween 
ruyers and thier principal contacts at major customer activ- 
ities seems to go along way toward eliminating future 
confusicr, misunderstanding, and ill feeling. Both cf these 
practices, in additicn, appear to foster the "team" attitude 


so necessary in any service organization. 


fee SERVICE ATITIUDE 


Saail purchase buyers who have an understanding cf the 
vital service that tley perforn, and who desire tc frevide 
that service under all circumstances, report that they will 
not hesitate to seek out and absorb additional training. 
Based upen a sense of the prevailing attitudes in the activ- 
ities that the researchers crserved, much needs to ke dcne 
to encourage and Maintain an overall “service-criented”" 
attitude in small purchase shcys. Evils that may be encoun- 
tered include, but are not Jlipited to, total buyer dedica- 
tion to the problems cf vendors, treatment of custcrers as 
annoyances, and consideraticn cf action reguestS as anything 
cther than cpportunities to sé€Ive. 

This is another froblem area that is not easily grasped, 
det alone eliminated. Lack of service attitude, however, 
appears tc be the single greatest impediment to training, 
and sc must be dealt with. Managers and supervisors must be 


extrezely sensitive to manifestations of buyer attitude. 
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Activities should tregularly solicit ftornal andar teuna 
feedrack frem ali customers regarding impressions cf kEuyers. 
AS an additional tocl, the researchers strongly suggest that 


€ach activity publish and support a policy statement on 


service. An example of such a statement already in use by 
several activities is included as Appendix A. Regular 
perfcrmance evaluations should, likewilse, reflect the 


kuyer's performance in this recard. 


Me. TEAINING 


In order to proycse a Ease line curriculun fer spam 
Furchase training, it was necessary to examine and evaluate 
the ccntent and effectiveness of current efforts in the 
area. hitkrout excefrtion, those to whom the researchers 
spoke at every organizational level agreed that the tcfic of 
smail furchase training desperately needed critical reevalu- 
etrou. Just as Task Force 6 had suggested, the ccmton 
Fercefticn is that current training in small purchase is 
woefully inadequate. The following common causes cf this 
inadéecuacy are cited Ey buyers and supervisors: 

Ve Insufficient time is allocated to training Eecause 
GE Opelatacnal Werk “reads. 

Zs Formal instruction for small purchase is generally 
combined with that fcr contracting personnel. 

Bite Training is sé€ldom directed to the particular cereus 
lems cf an activity. 

4. Iraining seldcm addresses emergjginy specialty issues, 
such as Automated Lata Precessing {AD P) buying  uUndes 


expanded tkresholds. 


ae Training materials are usually unsuitable reference 
materials. 
ce Ne specific tralning exists for Shall’ Seize 


Ssupertvisers. 
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i Training materials are often outdated, and are 
Giemmedit tc Comprehercd and use. 

36 No attempt is made to relate small purchase tc the 
cverall gcvernment piccurement effort. Buyers do not know 
why they must do the things they are trained to do. 

At this time, most small furchase training in the DCD is 
kased upen a segment of the entry-level fprocurement ccurse 
develcyed and taught by the Army at Ft. lLee, sO oa ofp Wp os Wy 
[Ref. 47°. As taught, small purchase peculiar material 
constitutes a four-hcur segment of the course. Most lccaily 
develcyed training prcegrams are derivatives of the fcur-cay 
corresrendence versicr also developed at Ft. Lee. As nearly 
as tke researchers could determine, hearly 20% cf the 
ferscrnel currently working in Navy small purchase sheps 
have oct had this training [Ref. 48}. Rt) thissti Nc jaeeenere 
is ne frogram for stpplementation of this basic fackage 
meet. 491. Follcw-on training, where it occurs, consists of 
reapplying this same entry-level material. Prevailing 
G@ermpicr indicates tkat this paterial is not ina fernat 
useatle cn a day-to-day basis ry buyers in the field. Las 
fiemerurther correborated by the profusion of local deriva- 
tives, ¢ach attempting to render the training more timely 
and relevant. Even where attempted, the researchers fcund 
that training was irregular and incomplete. 

Ectential soluticns to this urgent problem are tke gajer 
thrust of this work. It is the researchers'topinion that 
Significant progress may be made by better utilizaticn of 
existing scurces of training coupled with the immediate 
develcpment of a fcllow on or refresher ccurse designed 
specifically to address existirg problems. niens t; it is 
essertial that activities ensure that all small fpurchase 
ferscnnel attend some approved fcrm of the basic course. A 
formal refresher program should be administered [Ly each 
Meevity OD a Cegular rasis. Such a program should, ata 


Hininun, ccensist of the following: 


5), 


1. A specific list of topics relevant to the efliemeaees 
the ircividual actitwity, developed jceintly by buyers and 
managers. 

Fin Modularized training material specifically designed 
for small purchase refresher training. 

=e Supplemental material designed by the administering 
aGti vitye | 

4. Specialized trainirg fer smail purchase supervises, 
ferscnnel, emphasizince their unigue responsibilities. 

5 Dedicated training time according to a previously 
publicized schedule. 

Ce A tormal feecback program to assess training efreEec- 
tiveness 

Ge Formal reccgnition and documentation of completed 


training. 


Ne. SUMMARY 


The apparent organizational weaknesses just discussed 
represent real and present ccnceerns of small [furchaee 
perscnnel. These ccncerns were revealed not in response to 
guesticns regarding crganizaticnal structure, but rather in 
respense tc reguests to identify factors that influence 
Small purchase traiting. Because of this perceived link, 
these ccrcerns have teen examined here in the barest terms. 
The researchers feel that serious consideration must be 


Given tc these specific areas, aS well as those that sincere 


self-exagination may frovide. Such consideration is deemned 
a prereguisite to successful training of any kind. This 
consideraticn must [fe given, as indicated, both atweere 


systeas ccmmand and activity levels. 


In the process of addressing the apparent deficiencies in 
Foth frofessional development and organizational structure, 


fMany €xistixng performance discrepancies should likewise be 
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GVeCECCIe . OLnel ssrcecUnbing discrepancies, the reseachers 


contend, largely reflect weaknesses in current training 
cnly. The next Charter will identify and discuss these 
areas. 
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Ae IHTECLUCTION 


In the fprevicus chayters, the professional aud organiza 
tional ervironments associated with small furchase have been 
examined in some detail. Attention will now be turned to 
Specific training deficiencies uncovered by resé€arch, and 
the nature and ccntert of suggested training materials. The 
purpose in this effcrt is to identify recurring traidngae 
needs ocw fcund in Navy small purchase organizaticns, ard to 
estaklish tre outlire for a ktaselane training prcedraniiee 
feet these needs. In subsequent chapters, the researchers 
Will discuss suggested training format and methodology, as 
well as tke estimated costs of traininy implementaticn. 

In thas chapter, the fresentation will focus cn a 
strictly lizaited numker of areas which exnibit, according me. 
research data, the greatest rreyuency cf occurrence. 
Further, these specific areas were most often identified in 
tuyer interviews aS critical to efficient and effective 
small purchase performance. The researchers wili attemft to 
deal witk individual topics in a conceptual way, emrhasizing 
the need for individual activities to tailor or modify the 
Material tc meet unigue needs. As stated in intrcductcry 
Lemarks, tke existerce of a level of knowledge consistent 
with tasic entry-level training will bce assumed. Finalig 
every attemrt will tke made to encourage a sense of prcres- 
Sionalisr in these sho conduct and receive small furchase 
tbainine. 

The presentation in this chapter will not attempt to 
address e€very prcecedural discrepancy or training deficiercy 


encountered in the literature or research. No attemrt is 


nade to déal with any subject ir minute detail. Ne claim is 
made cr implied that the perceived deficiencies nerein e€xan- 


ined are tc te fcund in every activity examined. 


E. <SCURCES OF INFOREATICN 


Written findings and recommendations resulting fron 
Contract Maragement Feview (CMF) evaluation visits ccmfrise 
the fprigary source of discrepancy information. ihese 
Sonsist cf: 

Ws Specific reviews conducted at various levels within 
the Naval Supply Systems Command (NAVSUP) during 198z and 
1983 [Ref. 50]. 

Ze A NAVSUP Arrual kerpcert of Contracting Maragement 
Reviews [Ref. 51]. 


Si A NAVSUP Se€fiannual CMR Report summarizing review 
trends [hkef. 52]. 
4. imeécaimeyepbrerared lists of standard finditgs and 


recomgencations [Ref. 53}. 

All infcrmation extracted from CMR reports was ccnfirned 
in interviews with Fieid Management personnel at NAVSUP, 
Naval Material Command {NAVMAT), as well as those at varicus 
referenced activities. These fersonnel are responsirle fcr, 
moeng ctler things, the administration of the CMR fregram at 
their respective levels. Additionally, Stall purchase 
Ssuperviscrs and perscrnel at selected individual activities 
were cuesticned. Firally, representatives of the follcwing 
crganizaticns were ccntacted: 

1. Cfifice of The Secretary of Defense (OSD). 

2. Tefense logistics Agency (DLA). 

3. General Services Administration (GSA). 

Yu. Federal Acguisition Institute (FAIL). 

PP weARMYy Logistics Management Center (ALNC)- 

emesis 2. ALL EFcrce (USAF). 


Mest currently applicakle literature perntagnimg) bce 
field otf small purchase was also utilized by the researchers 
durinc the course of investigation. Relevant literature 
ranged frcm the FAR to local training prcgrans grcundequae 
the Leferse Basic Small Purchase Course. Varicus rrcfes- 
sional articles and interGcvernmental bulletins and tsego- 


randa were incorporated as cited. 


Cw. KECUBRING CMR DISCREPANCIES 


Based upon a ccmprehensive review of availakle CHa 
reports and discrepancy listings, the researchers have fcund 
that the -ftollewing Specific discrepancies are rest 
freguently indicated: 

1. Inadeguate EFA documentation. 

z- Improper splitting of reguirements. 

3. Furehase of public works type Services: 

Qe Oren purchase cf material available in the supfly 
system cr on Federal Supply Schedules (FSS). 

ae Unauthorized commitmentS (purchase order issued 
after tke werk has been performed). 

€. Aksence of furchase reguest from purchase files. 

de lack of subsequent certificaticn of fair jae 
reascnakle frices on unpriced furchase crders. 

t¢. Awards to ncn-respcecnsive bidders. 


SC. I0pLroper préeparaticn cil DD Forimesc- 


10. Iradeguate ‘tustifaication of fair and reascnatle 
EF2-Ces 

Ate Inadequate justification of sole source frcecure— 
gents. 

Ze Inadequate documentation of written bids and oral 


solicitations. 
secre Inadequate justification of awards to oOthetmerag 


small Eusiness where reguired. 
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14. Failure tc reyularly review BPAs and cancél shere 
warranted. 

as Non-current clauses and provisions in EFAs and 
Furchase Cirders, 

1€. inadeguate specifications or purchase descriftions. 

17. kEurchase of proscriked items. 

1€. Back-dating cf delivery orders. 

1$. Purchase of ccnstruction materials and services. 


2C. Excessive délays in document preparation. 


Pathe Iaproper acdificaticn of small purchase furchase 
cIders. 
UTES Failure to execute BFAS where justified Ly refeti- 


tive crders. 


Aegae Improper documentation of imprest fund trans- 
Metlcre . 

24. Failure tc consolidate orders where more eccncn- 
eal. 

es Citation cf incorrect paying office on various 
FOrMS . 

Zee Inadeguate documentation of information ccntained 


emmob> Ferm 1155. 

fee Citdt woOnmermmainaccwrate Or imMprerer accounting “data. 
€. Improper precurement of personal services. 

S$. iIagprofrer precurement of ADP equipment. 


eG, Fallure to seclicit adequate competition. 


While tke list ci individual discrepancies may at first 
glance sé€en fornidalkle, discussions with small fpurchase 
Euyers and supervisors indicate a commonly held belief that 
these discrepancies result frcem degraded performance ina 
smaller numkter of Lasic areas. It is in these basic areas 
that those interviesed have indicated the greatest desire 
Mem further training. It dce€s appear to the reséarchers 


that fcllew-on cr refresher training directed toward the 


folicwing subject areas weuld eliminate” fhe ma jority 
commcrn CER discrepancies: 
1. Recuirements Determination. 
4. EUEChaSsn ge thods- 
. EPA Use and Administration. 
4, Purchase Order Use. 
©, Cocunentatrer- 
€. Determinaticn of Fair and Reascnatle Price. 
i. Competition: 
€. Small Business Set Asides and Cther Frograns. 
Sc. Accounting Lata and Aperourrarion- 

10. %Impprest Fund. 

11. ARP Procuretent 

12. Prioritizaticn of Frecurenments. 

The remainder of this chapter will be devoted tc an 
examination of these Lasic subject areas. The presentaticns 
Will EFegin with a discussion of the specific prorlens rected 
in eack area by smail purchase personnel. An analysis of 
the primary causes ard contributing rfactors noted in the 
interviess wili follcw. Each section will conclude saith a 
Summary cf solutions suggested Ly the researchers, ir ccnso- 
nance with the views of Small purchase buyers and 


Superviscrs. 


De SEECIFIC AREAS OF TRAINING SHORTFALLS 


1. Kkeguirements Leterminaticn 


a. Problems 


While specification of Freyguirements is nernally 
the responsibility cfi the customer erganizacren, small 
Furchase Euyers must actually translate the requirement 
Statement into a call or purchase action. In order tc make 


the translation successful in terms of performance and cost, 
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the small purchase buyer must ke able to accurately evaluate 
the adequacy of the reguirements description. [peep ractice, 
however, CMR discrerfancy reports indicate that buyers cften 
accept requisitions cr other purchase reyguests that are 
deficient in one or mere of the following areas: 

(1) Inadeguate item descrirtion. 

(ie Chameecable funds citation. 

(imeeGece titi cation cl avarlanrlatysor Lunds. 

(4) Delivery address and instructions. 

(5) Certification of screening against man¢a- 

tory sources of supply. 

(6) Proper priority assignment. 

@o ein@ecation of fproper authorizaticn. 

im addition tO Errors in hapndling=these rela— 
tively common purchase reguest deficiencies, interviews 
indicate that buyers experience difficulty dealing with the 
follcwing Situations as weli: 

(1) Purchase reguests which do not accurately 
describe the reguired item(s). 

(2) Requests for items which are extravagant or 
not missicn essential. 

(3) Item descriptions that are so narrosaly 
drawn as to preclude meaningful competition. 

(4) Requests for unauthorized items. 

(5) Recuests that do not contain adeéguate 


justification fcr sole source frocurement. 
rk. Causes and Contributing Factors 


As has keen proposed by the researchers in an 
€arlier charter, effective and efficient ccmmunicaticn is 
the lifeticcd of any frocurement operation. This appears to 
ke particularly true in the field ot small purchase, where 
there exists a kroad spectrum of customer needs, customer 


expertise, Luyer comyetence, and urgency of need. Reséarch 
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data and observation indicate, however, that poor ccmnurica- 
tion fractices commerly result in the problems descrited 
above. More basically, poor ccmmunication denies the small 
Furchase Euyer familiarity with the basic missions ard func- 
tions cf customer organizations, and with the characteris- 
tics of gcods and services utilized by the custcmer. 
Customer iynorance cf small purchase reguiremerts and 
constrairts also results. 

A major contributory element, acccrding ies 
kuyers, is inadecuacy cf supervisory and management sufpfort. 
Specifically, supervisors could be more active in estak- 
lishirg and maintaining screening systems at the supervisor 
level. Additionally, their 1s a perceived lack of ufrer- 
level support for suck aggressive buyer actions as: 

(1) Returning reguisitions or purchase requests 

for clarificaticn cr completion when necessary 

(2) Challenging scle source requests. 

(3) Denying prcecurement of unauthorized or 

extravagart items. 

The remaining major factors have previously been 
tenticned in relaticr to weaknesses ina number of areas. 
First, kuyers themselves admit, that continued €mphasis on 
perfcrmance crates and other volume measureS enccuULrages 
cursory €xatination cf many purchase reyuests in the inter- 
ests cf tile. Finally, buyers also indicate a fLlustranmen 
with the lack of the organizational resources necessary to 


independently verify data included on requests. 
c.. SUMmMaLy <i Solwtions 


The researchers recommend that refrestler 
trainins cersist of a detailed review of the inicrnacion 
reguired in any adeguate purchase reguest or reguisiticn, 
coupled with a discussion of the purposes served Ey that 


intcroaticn at each rung o£ the procinenen ts tada-re Buy eis 
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should te made aware, through example, of the specific freb- 
dems that cesult wher information is incomplete or inaccu- 
rate. Activities shculd, a number of buyers have suggested, 
Froduce detailed samjzles of suitable reyguest docuzents mest 
ccmmcrly encountered by the buyers at the fparticular 
Get iVvity. These sazgles should include guidance concerning 
sole source justification, acccuntiny data, mandatcry scurce 
SCPeeninc, pricrities, and evidence of authorizaticna. 
Euyers, in the course of interviews, have also €xpressed a 
desire tc fossess a comprehensive listing of unauthcrized 
items and items commcrly reguested which are usually ccnsid- 
ered kteycnd mission né€ed. (DON mee, “Wists abe currently 
scattered tkroughout various frocurement publications, and 
appear tc Le difficult to locate and use. prnaliy, “tne 
Tesé€archers reccmmenaq the develcpment of a local fornr to 
Summarize and recorc actions taken in processing furchase 
Teguests. 

Several important actions may be taken Ey sSuperviscrs and 
managers to assist tre buyer in requirenents determinaticn. 
First, as has been mentioned, activities may arrange Luyer 
meetings with major vendors and customers. Research indi- 
cates that such contact initiates further effective ccmmuni- 
caticn tEretween Euyer and vendor and buyer and custcmer. 
Activities should alsc, the researchers believe, do mcre to 
estaklish formal screening mechanisms at the supervisor 
level to assist buyers with item descriptions, pricrities, 
sole Scurce reguests, and questionable items. 

2. Cptimum Furchase Method 


a. Problems 


The prigary methcds of mali purchase, as 
€arlier described, are the purchase order, the BPA, and the 


mmprest fund. The researchers have found that, ocverall, 
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small purchese buyers are quite familiar with each cf these 
tools through experience and entry-level training. CH 
discrepancies continue to indicate, however, that ~recmiew., 
still exist in detergining the best method to use fer a 
given recuirement. Specifically, the following precklems are 
reported: 

(1) Small purchase buyers choose furchasing 
methcds which are nct the gcst economical for particule 
transactions. 

(2) Activities tend to underutilize both EFAs 
and i0p~rest funds. 

(3) Small Purchase buyers are not always ccgqai-= 
zant cf tke variety cf methcds, forms, and thresholds afpii- 


cable tc Small purehace. 
{. Causes and Cont riburirne aetors 


Most of the problems listed above appear, from 
the research, to result from the selection of furchase 
methcds kased upon hakit rather than a reasoned ccrnsidera- 
tion cf the advantages of one metnod over another under the 
Fabti@eulory err c lis tare ae This approach is fostered, the 
researckers believe, by a failure to understand tke ktasic 
cbhjectives to be ackieved in chosing a particular methead, 
and Ey a failure to ke thoroughly familiar with the Gemma 
tions appropriate tO  particiiam Eur chasang methods. 
Finally, supervisors appear to be somewhat lax in screening 
and réeviewirg the purchase methcd selections of buyers and 
Froviding ccnstructive feedback and guidance. No fEeriogae 
training dealing with froper metnod selection was nected in 


the resée€archerst interviews and observations. 
Cc. SUMMary cE Solute 


Suggested training begins with a review cf the 


kasic ccnsiderations in chosing a purchasing method. Such a 
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review stould irciude discussion of tne relative eccncihies 
Cometive and effort, the protection offered kErcth the 
Government and the vendor, the feculiar documentaticn, and 
provisicrs promoting or denying future ee Xx died 
Activities may develcr, perhaps in matrix form, a decision 
takle tc describe the conditions appropriate to each avail- 
able mettod of purchase. Further, the researchers ccntend, 
activities should attempt tc establish ratios cf methceds 
approfriate to the experience of the activity, and mcnitor 
performance against thcse ratios. Finally, buyers have 
indicatec a need for regular exposure to current references 


and €xanmples of currert documentation. 


3. Elanket Furchase Agreements 


= ew OE cm ee — ee ee 


ae Problems 


The cperative definition of a blanket furchase 
agreement has been cited elsewhere in this work. hhat way 
not ke readily apparent is the tremendous importance of this 
Frocurement tool to the field of small purchase. PECCErLY, 
executed and administered, BPAS Lrepresent substantial 
Savings in tite and dollars f£or routine procurement 
[Rer. 54°. Because cf this ;ctential, and because EPASs are 
encouraged and commcriy used, CMR personnel specifically 
€Xamine activity perfcrmance in this area during the ccurse 
cf the review. Tke most freguently cited discrepancies 
relating tc BPAs provide the tasis for refresner trainirg in 
this area. 

According to available iiterature and interviews 
with smail purchase superviscrs and buyers, the fcllcwing 
kasic problems are associated with the administraticn of 
Een 5 

(1) BPAS are not established when warranted. 


This 1S ¢~rimarily a failure tc recognize that repetitive or 
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freguent purchase orders issued to the same vendor represent 
requirements that may more €conomically be satisfied with a 
EPA. 

(2) BPAS are not reviewed om a regular Eases 
Fericdic reviews skculd [Le conducted to evaluate the 
adequacy of terms, tte currency and compieteness of required 
clauses, and the continuing necessity for the BPA. 

(3) BPAs are not disestablished in a timely 
Tanner. Euyers must screen active BPAsS to determine if 
current crders indicate a continued need, and if monetary or 
duraticn lizitations have been exceeded. 

(4) Calis placed under BPAS are not adeqtrately 
documented and reviewed. BFAS are subject to many cf the 
same regulatery reguirements applicable to all other methcds 
cf prectrement, and gust be documented in order to estarlish 
conrormance with those reguirements. Further, documentation 
is eéessertial in the event that litiyation results fron 
perfcrmance under a EFA. 

(5) An insufficient number of BPAS are created 
to Ensure adeguate competiticn. The current [oie 
Mandatinsg faximun coapetiticn extends to calls placed under 
EPAS. Meaningful ccapetition, and full involvement cf the 
availarlée Ersiness base, cannot Le accomplisned if EPAs are 
issued te an unrealistically small number of vendors. 

(6) BPA calls are not rotated ina manner tkat 
Fromctes egtal vendcz cpfrortunity. Once an adeguate nuaker 
of BFAsS are eStablished, policy dictates that all listed 
vendcrse fe given an equal opportunity to compete fer and 
Fenefit frcem Government procurement doliars. 

(7) Individual BPA calis are not [propcme 
screered tc determine if reguirements are available from 
stock cr cther Federal Government sources. Mandatcry 


sources cf supply ap;jly to calls placed under Brace 


eZ 


(8) Original PPAs do not include all reguired 
clauses, crthose clauses are incomplete. Many essential 
Jegal and policy sreéguiremnerts are expressed in these 
clauses, and they serve to protect both tne vendor anc the 
Governgrert. Under the FAR, many aspects of these clauses 
are chanced. 

(9) Fuyers fail to synopsize BPAS cr indi- 
vidual calls when reguired. The existence of a BFA does not 
eliminate the requirement to sSynopsize. mie. appliacarle 
regulaticn iS included in the FAR [Ref. 55]. 


Paecauses wand GCONnErIb£uting Factors 


The research indicates several apparent causes 
for these deficienci€¢s. First, small purchase ferscnnel 
appear tc Fe inadequately trained regarding the fuil rarge 
cf administrative responsibilities associated with EPAs. 
Failure to treat the FPA as a dynamic instrument results in 
a failure tc review ard document actions associated with the 
EPA cnceé it is established. This narrow focus further mgari- 
fests itseif in a comnicn failure to understand the interre- 
fatienehir between the EEA and important Relic? 
consideraticns, such as competition. Compounding this situ- 
ation is a related failure by most buyers to become familiar 
with changing legal, administrative, and policy reguirenents 
as they relate to BPAs. 

The research further indicates, however, that 
the kuyers are nct sclely responsibie for EPA discrepancies. 
Individual activities must, it appears from research, assume 
MmfewLeEesSeCnsibility £cr a common failure to establish fcruial 
EPA review frocedures and review schedules. The research- 
ers* ckservations indicate that few activities frigcrcusly 
encourage PFA review tc determine adeyuacy, currency, and 
necessity. Likewise, few activities have given guidance to 


kuyers regarding accerftable methcds of EPA call rotaticn. 


Finally, it appears that the atmosphere anamveee 
load in acst smail pirchase snops contribute directly tc the 
frequent inattention given BFA administration. Interviews 
indicate that many buyers dc act appear to give BFA-related 
matters the attention that they deserve. In the press to 
meet efficiency regtirements, call sreguirements are not 
always adegvately screened, records are not reviewed for 


repetitive tuys, and inactive EFPAS are not scrutinized. 
ce Summary ci Soluticns 


The reséarchers [elieve that any attenet to 
conduct training in the area cf BPAS should begin with an 
eriort tc derine the role of the BPA in the procurement 
PEOCESS. It shculd te clearly related that the purpesewee 
the EFA is to realize the econcmies of time and effort assc- 
Ciated witk consolidation cf repetitive orders tc cne 
vendc tr. The BFA tay, nevertheless, result i1n cCindimg 
contracts, and must receive the full proressional attention 
of the small purchase buyer. To this end, training stow 
agnclude a detailed review of the requirements for estaklish- 
tent, review, Maintexrance, and disestablishment of BFAs. 

Proper dccumentaticn is a crucial element ci the 
success cf any procurement action. This is especially true 
for EPAs, despite their seemingly routine nature. The 
<,ecific documentaticr reguirements for BPAS are ccntained 
in the FAK, and shoule be presented along with discussicnmes 
the purrcses served Ey each reguirenment. This presentation 
may ke dene either in conjunction with BPA training vomeee 
the researchers suggest, as fart of a training module dedi- 
cated tc the celemerts of proper documentation icr any 
Procurement acticn. 

AS menticned, the areas of rotaticn and nainte- 
nance of sufficient rumbers cf BPAS are consistent scurces 


Cf Cl discrepances. A comprehensive training ccurse, the 


74 


researchers believe, should COnedily “speCleve} aeeivity 
guidance ccncerning methods of call rotation and the frorer 
Iumber cf BPAS tc estarklish in any commodity aréa. 
Additicnally, training shouvuid ccntain a review of FAK-Lased 
clauses regtired in EPAs, tC Prciuvae a slase of ~awl. such 
clauses and conditions for their use. 

Small ptrchase cuyers, Elnasely, = indicated “<a 
desire to possess GecULECHt List or all references 
fertairing to BPAs. Bis “Ie shoulbevcontain™ FAR@retier- 
ences, as well as operative local policy statements. 
Additicrally, valuakle guidance may bemer ound, the 
researchers believe, in the Defense Acquisition Kegulation 
(DAK) and Naval Supply Systems Command Publicaticn 467 
(NAVSCEF E-4E7), even though these have been superceded as 
regulaticn Ly the FAF. 


a. Problems 


Purchase crders are the bkasic tool of small 
Furchase personnel, ard as such their use often results ied 
fair rugkexr of Significant discrepancies. The use of 
delivery crders coupled with purchase orders comprisé€s a 
Significant portion cf the purchases made by smali furchase 
ferscrnel. These furchase actions are generally executed 
Via a CL Ferm 1155, however they may be transmitted by 
written telecommunications, or executed on agency afjyrcved 
forms such as the Standard Ferm 44. Purchase orders are a 
unilateral offer to a suprlier, and therefore are not 
Finding contracts until the vendor accepts the order. This 
Bay ke acccaplished Ey shipfirg the supplies, perfcrming a 
Sri ticant portion ci the crder, or by written acceptance 
cf the crder. in general, terms and conditions that are 


included in purchase crders are negotiated by the Government 


and the vendor tefore the purchase order 1S prepared, “and 
woritter acceptance is therefore not ncrmailly reguested by 
the Gcvernment [ Ref. £6]. 

Purchase crders are the most technically diffi- 
cult small furchase dccuments tc prepare, as each tie cne 
is issued and accefted it becomes a legally tinrding 
contract. The use cf purchase orders is net conceptually 
Gifferent frem contracting in the private sector or fron 
contracting in the Government above the small furchase 
threskcild. As these furchases sometimes take a relatively 
long tize tc be completed, there is increased oppcertunity 
for mcdifications or terminations as a result of Changiag 
reguirements or capatilities. Each time a purchase crder is 
modified or terminated, it becomes a new contract with all 
c£ the attendant legal considérations. As purchase cIrdcers 
are the most ccmplex of the various purchasing vehicles 
available to small purchase personnel, it is not surprising 
that their use results ina large portion of small furchase 
discrepancies. The fcllowing discrepancies are most ccumorly 
Gited hy “CMs; 

(1) Imprcper preparation of purchase otdes coeu, 
ments. 

(2) Inadequate documentation of bids, C iam 
SOl2Citaticns, sole source justifications, and fair and 
reascnarle frices. 

(3) Use cf purchase orders to perform urauthcr- 
ized ratification cf unauthcrized commitments. 

(4) Non-current clauses and provisions. 

(5) Citing incorrect paying offices and jepye: 
financial editing errcrs. 

(6 ) Prcecurement of unauthorized suprflies or 
services. 

(7) Imprcper administration Of unpricecd ~ueenaee 


crdéere. 
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The above discrepancies alsc apply in general to 
delivery orders, however an additional recurring discreéfancy 
regarcin¢e delivery crders is that they sometines cite 


expired cr incorrect contracts. 
k. Causes and Contributing Factors 


The primary cause cf discrepancies in the use of 
the purchase and delivery crders is that they are the most 
compiex and time consuming purchasing vehicles availakle to 
small f;urctase persorrel. As such, there are a plethcra of 
administrative and legal rules governing their preparation 
and use. Furchase orders/delivery orders may be modified or 
termirated, hence additional effort and expertise is 
reguired in order to execute these functions froperly. 
Furchase orders may also fe issued as unpriced furchase 
crders, andthere are a host cf administrative reguirements 
that govern the use cf unpriced purchase orders. Befcre the 
advent cf the FAR, ard to some extent after the intrcduction 
cf the FAR as well, cuidance has not been succinct and easy 
to lccate. The FAR has several different sections that deal 
with purchase crders, ard as a rcesult small gurchase 
ferscrnel have a difficult time ascertaining exactiy what 
reguirerents must fe net. The administrative fEurdens 
@eapled witk a paucity of training in the proper use of 
furchase crders and ée€livery crders have combined to make 
their use cne of the most difficult and error prone asyzects 


ee stall purchase. 
c. kecommended Soluticns 


The primary area cf concentration in training 


regarding the use of purchase and delivery orders should 


focus upen the legal aspects of these documents, and the 
resultant attention to detail that 1s required. Stall 
Furchase personnel should te trained in the detailed 


se] 


Frocedures of the freparaticn OF purchase ~an@ = dc lave 
crders, with emphasis placed upon each section of the docu- 
ment as recards it's importance and erfeéct. Extensive 
training shculd ke given in tne areas of modifying cr tergi- 
nating these documents, as well as the proper use of 
unpriced purchase crders. As these documents are utilized 
for mcst nen-recurring purchases, particularly those ofa 
relatively Eigh dollar value, it is important to give small 
Furchaseé fersonnél a cgcod concértual base upon which tec draw 


when they de utilize these purchasiny methcds. 


ar Cocumentation 


ae Problems 


Documentation of any procurement action serves 
several furfoses vital to the overall acguisitior [rocess. 
First, documentatior preserves the fractual setting within 
which a ~recurement tcok place. This record is essertial to 
decisions that will ke made in future procurements, such as 
determining the fairness and reasonableness of frice. 
Second, documentaticr serves as a basis of review cf the 
ferfcrmarce of the sgall purchase buyer. Third, documenta- 
tion frevidées answers to questions asxed during the ccurse 
cf external investigations, inspections, and reviews. 
Finally, documentaticr may serve to justify the acticas Ofad 
kuyer cran activity should legal action result £rchi 
Froctrement decision. In small purchase, this documentation 
is ne less important than fcr any area of procurement. 

Various CMR discrepancy reports cite the 
follcwinc as freguently occurring documentation weaknesses: 

(1) Purchase files do not contain retained 
copies cf all required and optional forms used, cr de em 


contain sufficient ccrfies fcr proper administration. 
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(2) Available records do not always indicate 
Bhatwwas Cought and fer whon. This generally means lack of 
an acccM@yanying requisition or other reguirements dccumrent. 
It is the researckers' opinion that CMR perscnnel are 
Farticularly sensitive to this discrepancy because it indi- 
cates tke ypossibility of unauthcrized commitment or feten- 
tial fraud. 

(3) Evidence of competition, when reguired, is 
often nissirg frem tte files. This appears to be frequently 
cited when written records of price guotations, especially 
from unsuccessful sources, are not retained in the files. 

(4) Documentaticn of attempts to determine the 
fairness and reasonakleness of price is often missing fron 
the files. Interviews indicate that this most often results 
from 4a@n actual failure to conduct an adequate investigation 
cf price reasonableress. This performance failure, the 
researchers believe, can be attributed primarily to an igno- 
trance of the kind cf informaticn reguired and where it fay 
ke fcund. 

(5) Documentaticn of efforts to meet require- 
ments through mandatcry sources of Supply are missing fren 
the files. Often, research indicates, small purchase buyers 
rely cn originators to perform the screening furction 
Meeheut cktaining documentaticn cf their efforts. 

(6) Couzrlete documentation of BPA calls suffi- 
cient to ensure proper rotation among ali eligikle verdcrs 
is net ccntained in tke files. 

(7) Evidence to support sole source frecure- 


ments is either inadéguate or is missing from the files. 
rk. Causes and Contrikuting Factors 


The fundarental cause of incomplete, inadeguate, 
Cr missirg documentation is, according to observaticn and 


interviesr, a failure to understand the vital purposes served 


ies) 


Ey thet dccumen tawicn-. The "paper work" is viewed aS an 
undeararle administrative burden rather than as a means to 
achieve the goals earlier stated. Performance reguiremrerts 
and gcunting backlcgse often cause buyers to opt icm eae 
diency rather than the future protection that propfer docu- 
mentation may afrord. Research also indicates that ina 
limited numter of instances documentation proktlems stem fron 
a lack of knowledge cf existing documentaticn reguirements. 
Significant Contributing tactency Superviscrs 
and Euyers are free to admit, are to be found at levels 
above that cf the individual Euyer. Supervisors, sukject to 
Many cf the same fressures felt by buyers, often dc not 
perfcrm thorough and freguent reviews of buyer documenta- 
CLOT. Finally, accecrding to the researchers! observations, 
cnly a limited atteurpt is reing made at most activities to 


develcr and use local forms to assist in documentaticn. 
€. SUBDaALY <i Soluticise 


An effective srall purchase refresher ccurse, 
the researchers Leiieve, should reyin treatment of dccumer— 
taticn with a review cf the specific small purchase ccncerns 
that reguire documentation. Specifically, the documentaraes 
requirements related to the following areas shculd be 
clearly developed: 

(l). Compe tito c: 

{2) Falt and reasonaclevporreiig. 

(3) Mandatory sources of supply. 

(4) Stall business and other socic-eccnofhic 
concerns. 

(5) BPA records and rotation. 

(6) General bid solicitation (written and 
rey) ays he Oe 


(7) Sole source Qustiiseaer cn 
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im addityer to chumeration of the specific docu- 
mentaticn reguirements, the researchers Lelieve it prudent 
to familiarize buyers with the purposes served by documenta- 
tion, and the protection that may potentially be affcrded. 


This way ke reinforced by establishment at each activity of 


a formal file mainterance progran, to include a ccnprehen- 
sive checklist, corvenient lccal forms, and trainirg in 
their utilization. Finally, as indicated in most areas, 


kuyers desire a list of current references for day-tc-day 


uSe. 


ae Problems 


Cne of tke key tenets of Government procurement 
is that the prices said for supflies and services tLe fair 
and reascnakle. In general, this reguirement is satisfied by 
obtairing adequate ccapetiticn, which will in thecry result 
in fair and reascnakle prices. In the absence of competition 
however, kuyers are required tec ensure that prices faid are 
in fact fair and reascnable. If there is not adequate ccnype- 
titicn, the buyer is required to document the purchase file 
with a determination that the frice paid for the supfflies or 
services was fair and reasonable. This can te accogrplished 
ky cc@faring prices te those previously paid ror the same 
Material, cktaining catalogue frices, conducting eiementary 
Mest CE price analysis, obtaining price lists, or any ctter 
logical neans of determining price reasonableness. Euyers, 
however, are often unclear regarding methods of ascertaining 
ana decugenting fair and reascnakle prices. 

Reviews [Ly CMR teans and other auditcrs 
freyuently cite the following discrepancies reyarding fair 


and reascnakle pricince: 
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(1) Buyers freguently fail to, document Ytieus 
detergifnaticn that prices paid were fair and reasonatle. 

(2) In many cases where a determination cf frice 
reascnalkleness was in the file, it waS weax or inadeguate. 
For €xample, determirations are made based upon a [rice list 
cr catalegue price, tut the price list or catalogue Gute 
not in tte file cr otterwise available. 

(3) CDeterminaticns of price reasonableness cften 
cite a previous furchase, yet the previous purchase did not 
have any deéeterminaticn of price reasonableness. 

(4) Where only one source had teen sclicited, 
the reguired deterfination cf price reasonableness was 
frequently missing cr inadeguate. 

As a result of the aforementioned discrefyancies, 
the furlic and the Congress are becoming increasingly 
concerned with Geverrment purchasing, particularly in light 


ef the derogatory press or late concerning this issue. 
rE. Causes and Contrikuti ngs yagecoms 


The fundanzental cause of discrepancies regarding 
the deternbinaticn of price reasonableness is that alttough 
small furchase regulaticns reguire a determinaticn cf rrice 
reasoraLrleness, they de not exP,lain in any great detail how 
to deteraine if a price is fair and reasonable. Buyers are 
also cften under severe stress to meet PALT limitaticns and 
to increase their thrcugnput, sc they are reluctant tc spend 
the time reguired to ascertain and document that prices are 
fair and reasonatle. These two factors, coupied with the 
uncertairty as to wken they are re,uired to make a [rice 
reasonaLtleness deéetergination tend to exacerbate the prebklen 


cf missing cr inadequate deterpinations. 


Go samnary Gm sSoluticas 


Methods cf£ determininy if prices are fair ard 
reascnakle should be cne of the most salient aspects cf any 
training fcr intermeciate level small purchase ferscnnel. 
Unlike many other asfects of small purchase, this determina- 
tion requires that small purchase personnel exercise a great 
deal cr judgement. in order to expect that these ferscnrel 
exercise gocd judgement, it is incumbent ufon supervisors 
and the small purchase hierarchy to provide the neeced 
educaticral and tecktrical skills upon which to base sound 
judgement. Basic analytical tools such as cost and frice 
analysis and value analysis should be addressed so that 
these perscnnel are adeyuately equipped tc make these deci- 
Sions. Additionally, cther tecnnigues and methods shculd be 
addressed tc ensure that perscnnel understand the ccncerzt of 
fair and reasonable pricing as well as the procedure to 
assure it. The key to ensuring that price determinaticns 
have keen made is thrcugh dccumentation of files, thereéircre 
Small purchase personnel shculd re advised of the imupertarce 
c£ dccunenting their determinations. Proven meéethcds of 
Satisfying documentaticr reguirements should also ke illtus- 
trated ard explained. In summary, the key to il@preving 
deterninaticn of price reasonableness pe oe) educate 
perscnnel as to the importance and technigues that ccmprise 


an adecuate determination of price reasonableness. 


7. Ccmpetition 


a. Problems 


Competiticn is cne of the most visikle anda 
wisunderstccd asrects or small purchase. As ot late, the 
Mack of ccmpetitior in small purchase has received an 
increasing amount of attenticn from the public and the 


Congress, and as a result the Services have been ccmypelled 


to £f£ccus more attenticn on eEstabiishing and méeting ccmrert- 
tive goals fcr ccmpetition in small purchase. Within smali 
purchase there are several thresholds that govern the amncunt 
cf ccupetition reguired. 

J£ a procurement action is for less than $1,000, 
competitior is not reguired, although purchases should be 
rotated through the Lusiness Lase. If a procurement exceeds 
$1,00C brut as less than $5,000, buyers are enccuraged to 
Fost a actice of the intended frocurement in a public place. 
They are further reguired to attempt to oktain ccmpetitive 
kids fer the procuretent in crder to ensure that the frice 
is fair and reasonatle. If the procurement exceeds $5,000 
kut ig less than $10,000, buyers are reguired tc festa 
notice of intended prccurement, and are required tc ensure 
that the frocurement 1S aS competitive as fossible. All 
Frocureméents in the aforementioned range are unilaterally 
set-aside fcr small Eusiness {Ref. 57]. If the precurement 
is in excess of $10,000, the réeguirements for ccmpetition 
are essentially the same as fcr contracting in excess of 
$25,0CC. In an attempt to ensure that adequate competition 
is scjlicited, procurements in this range are also reguired 
to ke syropsized in the Commerce Business Daily. [Ref. 5€]}. 
Essentially then, ccapetiticn is required for all frecure- 
ments in excess of $1,000. 

Inspecticns and audits of small purchase crga- 
nhizaticns ccnsistently ciate the following recurring discrep 
anciés regarding comyetition: 

(1) Although ccmpetition is not explicitly 
reguired for purchases of less than $1,000, buyers are not 
rotating precurezents among the qualified business base. 

(2) Where buyers are compelled to make ncn- 
competitive procurements, they are not taking acticr to 
éncourace and fromote competition for future purchases of 


the same naterial or services. 
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(aye FuUrchascomare often "Split tc avoid excecdyig 
the $1,CC0 threshold requiring ccmpetition. 

(4) Docurentation relative to soliciting ccaye- 
titicn is often weak cr non-existent in purchase files. 

(5) The percentage of competitive procurements 
in saall purchase is consistently below goals tkat are 


considered reasonably attainable. 
Pp cCauses nd eCOnEEIcLUcing Factors 


The primary cause for discrepancies in the area 
ct ccmpetitive procurements is that small purchase perscnnel 
generaliy kave a lack of understanding coucerning the intent 
and importance of competition. In many cases, small furchase 
perscnnel are uncertain as regards their responsibility to 
ensure that competition is evident in their purchases. 
Specifically, buyers often donot utilize the general 
mouce;t cf competiticr within the purview of non-competitive 
purchases cf less than 31,000. Small purchases are citen 
made in a competitive envircnnment, however competitive 
ezfforts are not docugzented. There are several other factcrs 
that contrikute to a serceived lack ot competition in small 
purchase: 

(1) Conflicting or confusing requirements or 
directicn regarding tke need for competition. 

(2) Increased emphasis on competition in small 
Eurchase. 

(3) A gené€ral emphasis on throughput and getting 
Materials and services expeditiously that hinders the 


conflicting requirement for competition. 
c. Reccmmended Soluticns 


The focus of any solution to the proklen cfa 
Jack cf ccmpetition in s¢mHall purchase should [Fe upon 


increasing the awareness of small purchase personnel cn the 
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kackcrcund and importance of competitions BuYcES Sicueeee 
well versed reyardircrg the intent of the public and the 
Congress ccrcerning competition, and the degree tc which 
competition statistics are scrutinized by these bodies. in 
crder to effect increased competition, succinct guidaree 
regarding how and when to fursue competition shculc be 
rrepared, as well as recommended metnceds of i1mpreving the 
level of competiticr for ccmmodities that traditicrally 


display a lack cf comperreren. 
@. stall Business and Cther Soeraterroquan. 
a. Probiems 


Congressicnally mandated social programs area 
fact cf life that have been emkraced with varying decrees of 
success Ey the [roctrement process. Interviews indicate 
that small purchase k|uyers are aware of these prograns and 
their impact upcn tte field of small purchase only in a 
general sense. While ainvolivement with smail [usiness 
programs ccrstitutes the major focus of Duyers, weaknesses 
have appeared in other areas as well. The researchers‘ 
review cf available CMR documentation indicates the 
follcwing chronic prceblems associated with small tLusiness 
and cther sccial prceciams: 

(1) Purchase crders, BPAS, and imprest fund 
Furchases which snould be issued to Smali businesses are fot 
always sc directed. Potential vendors are not irfcrmed, 
early in the process, of the set-aside status of qualifying 
Jee) Cus. Euyers fail to keer abreast of the small kLusiness 
certificaticn status cf potential vendors. Awards are Kncws 
ingly nade to large tusinesses. 

(2) Buyers are unfamiliar with tne procedures to 
foilcw wken there is no reascnakle expectation that two or 


more tresponsible stall kusiness concerns will cifer 


SE 


guotaticns ch an acticn reguiring competition, or that cne 
will respend on an action below the competitive threshold. 

(3) Buyers fail to adeyuately document small 
business transactions. 

(4) Small purchases are accomplished withcut 
regard tc these other potentially reievant socic-eccronzic 
concerns: 

(a) Utilization of labor surplus aréas. 

(rE) Utilization of firms that hire the 
handicaryed. 

(c) Utilization of firms that hire disa- 
kled and Viet Naz era veterans. 

(d) Buying American-made supplies and 
services. 

(ic) = UEA lization “Of fipus. auamecrc Gilets 


which fremcte polluticn control and energy conservaticn. 
temecauses afd CONCELEULIng Factors 


Interviews with LEuyers and supervisory perscnnel 
indicate a ceneral failure to understand the broad relaticn- 
Ship cf Government prccurement to the achievement of sccial 
and econcnic goals. The lceng range benefits to cre cktained 
from €nccuraging small, minority, disadvantaged, and envi- 
ronmental groups to farticipate in Government are are not 
immediately evident in the environment of small purchase. 
This ccncerptual failure is ccmpounded by alack cf tuyer 
familiarity with the specific regulaticns regarding the use 
or these resources and the limitations upcn their use. 
Euyers relate that it is Simply easier and faster te deal 
with lJarce tLusinesses. Also, there appears to be a ccmion 
dack cf kncwledge of the specific areas of sSocic-éeccnonic 
€mphasis ctker than small Dusiness. 

As in otter identified training areas, supervi- 


sory ré€aknessSes appé€ar to centribute to shortccmings in 
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small purchase promotion of the various social and ecenonrac 
LEOQEals. The researchers did not observe that buyers were 
regularly reviewed specifically to evaluate perfcrimance in 
this area. Existing training jfrograms de anogt a@prear ieee 


devote sufficient emphasis to topics in this area. 
Cc. “SuMary ef \Ssoilu tiene 


It 1s succested by the researchers that training 
in this subject area include buyer exposure to [ctr the 
underlying policy gcals and objectives as weil as the 
specific enacting regulations. Both the general and furc- 
tional discussions shculd fccus on the relationshif tc the 
field of snall purchase and the specific role played by the 
Ssmali purchase buyer in acccmplishing the stated gcals. 
Next, cLuyers should, the researchers believe, be giver a 
review cf tke the mcst commonly encountered small Eusiness 
Frovisicns in the FAK. This review should include an expla 
GFaticn cf the content of the various clauses freguently 
emplcyed. Buyers have also indicated a need to receive 
instructicn concerning other social and economic [frecraps 
that may apriy to sSnall purchase actions, and how Eest to 
implezent those rrogtiams. Finally, buyers desire access to 


a topical list of current regulations and other references. 


S$. Acccunting Data and Affrojriations 


ae. Problems 


One of tke areas which presents the mest diffi- 
culty to small purchase perscnnel is that of approfriations 
and acccunting data. Purchasing personnel are gererally 
guite fariliac with furchasing rules and regulations, yet 
are often lcst in regards tc the financial rules andG Teci@a. 
tions goverring froctrement. Furchasiny personnel are also 


cften uncertain as te the meaning and limitations asscciated 


BE 


With dirferent types of accountilyg citaticns. Buyers asa 
result, are frequently unfamiliar with the types of supflies 
and sé€rvices that car Fe funded by different approfriations, 
Pimwbdat, if any, ijtstification is reguired. This urcer= 
tainty scméetimes results in procurement actions tf[eing 
delayed while the buyer obtains clarification regarding the 
meopriezy cf using a farticular accounting classificaticn. 
In scme instances, this uncertainty may also result ir the 
kuyer re-ecting the purchase reguest as unauthorized, when 
in fact it is a legitimate procurement using the cited 
funds. 

Another ccmmon frotlem associated with financial 
data is that buyers are often bewildered at the end of the 
fiscal year concerning when purchases must be made tc €nsure 
that they constitute a valid obligation of funds. This 
rroctlem is exacerbated py the plethora oc funding dccumrerts 
and ccrrespending func cites that may in some circumstances 
autncrize funds to ke carried over from one year te tae 
next. Tke line betseen annual appropriations, tulti-year 
amp COpridaticns, and no-year appropriations is often hazy at 
year end, resulting in personnel either rejecting last 
flinute reguests, or ccumitting violations of Revised Statute 
moe) «60SEC 7E. Seme cf the freguently cited discrefancies in 
this area are as follcws; 

(1) Buyers often do aot understand the legal 
restrictions placed cn different appropriations. 

{2) Buyers sometimes make procurements that 
meme if a Violation of R.S. 3678. 

(3) Purchase actions are orten deiayed while 
kuyers attenpt tc determine the propriety of using the funds 
ertcd. 

A final problem in the general area of 
meeoummeang data and appropriations is that jpurchasing 


perscnrel freguently cite the incorrect paying office on 
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purchasing actions tkat they execute. These erropsmasesi ce 
an additional effort Ly buyers as well as finance perscnnel 
in order te correct a froblem that should not have cccurred 
at tke cutset< It tay also result in late payment of 


invoices and the atterdant interest costs. 
k. Causes ane Cont ricutimngsacton. 


The crux of the uncertainty surrounding the 
proper tse of differing fund cites is that regulations 
governing the use of each type cf appropriation are citen 
vague and dirficult to understand. AS such, there isa 
general] lack of undéeretanding about of the major types oF 
funding that are utilized in the DON. For exanple, Siamese 
Conversicno, Navy funds are ostensibly for the conversicn of 
ships and ship's equijyment. In selected cases however, these 
funds gray te utilized for travel, purchase of investment 
type eguipment, or for the procurement of consumatles. 
Cther a;frepriations also have exceptions that allow them to 
ke utilized for cther than their commonly stated uses. 

Unfortunately, financial guidance in this area 
is often ambiguous, and even financial personnel may have a 
difficult time ascertaining 1f particular appropriatiGgn- geen 
ke used for specific purposes. There iS not any scurce ot 
Succinct guidance regarding utilization of different appree 
Friatilens LOG difrercent “pup weses, hence uncertairty and 
confusicn are freguertly the porn. Additionally, fiscal 
year end buying pressures and uncertainty regarding the use 
and availakility of arnual , multi-year, and no-~year Lunda 


causes ccnfusion and inefficiency at year end. 
c. Recommended Soluticns 


The soluticn tc groklems regarding arppreprra. 
tions and accounting data as to educate Small —pupeiaee 


perscnnel in the idicsyncrasies of their intent and use. A 
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cohveriert and definitive guide to the different arrrorria- 
tions ana their authcrized uses should be compiled. This 
reference skould include exceptions and specific authcriza- 
tions fcr the use of each appropriation that may be 
reguired, in order tc ensure that a base line of technical 
descriptions is availakle tc personnel in the field. Small 
purchase supervisors aiso need expertise in this area _ so 
that when problems arise, that are not covered in the . 
comprehersive reference they can be brought to superviscrs 
for resclution. Liaison must also be made with financial 
perscnnel within tke command to ensure that consistent 
interpretations are teing madé in both the purchasing shop 
ame in tre financial section regarding the propriety ci fund 
Mmaivzaticn. Clarification should also be provided to snall 
Furchase fersonnel regarding their legal responsitilities 
Mmemacive to violaticrs of R.-S. 3678, and accountabalie, 
ketween the financial section and the purchasing secticn 
must te established and enferced. Adg@itiona@ily, clear 
guidarce skculd re frovided at the end of each fiscal year 
momeerning the cut-off for obligations citiny expiring funds 
This guidance should also enumerate the conditions under 
which exzired funds may be utilized to fund contracts in the 
succeedirg year. 

Small purchase personnel should alsc be siven 
training regarding their resfonsibilities in the area of 
financial data that routes invoices to the proper faying 
effice. They must also ke advised of the effects cf inccr- 
rectly citirg a paying office and the resultant corrective 


acticn reéguired. 
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ae Problems 


The problems asscciated with the implementation 
cf imprest fund purchase are primarily procedural in nature, 
and are largely a result of inadeguate attention to 
governing regulations. Unlike most of the other areas 
covered in this section of the research paper, additional 
training is not the cure, rather additional atterticnmee 
detail aprears to Fe the remedy. The primary atea ign 
trainiry needs regardiny the imprest fund is that of 
increased utilizaticr of imprest funds by small furchase 
ferscnonel, and better docurentation of existirg use. 
Imprest funds are the preferred method of small purchase for 
items ccsting less than £15000 in emergenci€s) 
[Ref. 59°, as they are administratively the least ccstly 
methneoa chk faking” 4 procurement. The fundamentai ccrcerpt 
kehind tke use cr tké imprest fund 1s that the customer is 
authcrized to oktain an advance of funds and purchase the 
item independent of the purchasing agent. Since the taterial 
is selected, received, and paid for in one transacticn, 
Significant savings accrue to the Government in terms of 
effort and faperwork that has been avoided. In many cases 
however, small purchase personnel are reluctant to utilize 
the imprest fund and as a result they increase their wcrk- 
joad and tke cost ci effecting the proeuze meme On the 
cther hand, some small purchase personnel attempt to circun- 
vent limitations on the use of imprest funds by splitting 
Furchases in cxrder tc reduce them below tne imprest fund 
dollar threshold. Since the imprest tund involves cash 
transactions, there are a flethcra of rules governing their 
use, and these fairly stringent rules are often viclated Dy 
Ferscnnel] involved in the transaction. Ccmmon froklems 


freguently cited are as follows: 


oer imprest Lunds are used to proctire unauthcr- 
ized supplies and services. 

(2) Imprest fund cashiers frequently have cash 
in excess cf their atthorizaticn or needs. 

(3) Purchasing fersonnei occasionally split 
Furchases in order to reduce them below the threshcld 
authcrizing use cf tke imprest fund. 

(4) Some imprest fund cashiers do not have the 
required authorizaticr to establish and maintain ar imfrest 
fund. 

(5) Docuentaticn of imprest fund purchas€s is 


cenerally iradegquate. 
Eemeecauses sand Contributing Factors 


The prigary cause of deficiencies in igprest 
fund managezent is that small purchase personnel freguenily 
fail tc utilize the imprest fund to the maximum fossitle 
extent. Additionally, where Small purchase perscnnel do 
utilize the imprest fund, they fail tc comply wath fairly 
detailed precedures designed to provide accountability of 


funds. 
c. Recommended Soluticns 


Small purchase personnel should be convinced of 
the perscral advantages that can accrue to then if they 
ketter utilize the iafrest fund. Particular stress should be 
placed cn the expected decrease in paperwork on their fart, 
and the decrease in time reguired on their part to effect a 
small purchase of this nature. They should also te advised 
of the igpertance of maintaining adequate documentaticn of 
imprest fund purchases due to the intense scrutiny that 


these purchases receive from a fiduciary perspective. 
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11. Autcmated Data Processing (ADP) Procuremen 


a. Problems 


The exparsion of the small purchase threshoid to 
$25,00C for tae CTepartment ci Lefense has caused a number of 
new types cf material to fall within the jurisdicticn of 
Simplified fpurchasin¢e frocedures. The research indicates 
that scme cf these rew responsibilities have proved to be 
anything Eut simple. ADP prcecurement is cited in interviews 
as cne of the most trouplescme new areas orf small purchase 
invelvement. In the activities that the researchers 
cbserved, it was not tncommcn for one or two selected EFuyers 
to handle all ALP actions. It appears that the average 
small purchase buyer is not familiar with the equipment, the 
suppliers, the availatle Federai schedules, and the specific 
CONuebact tad reguirezents PEON hardware and software 


prociremzent. 
i. Causes aid Comeributiaee st acrors 


In acditicn to the bLasic buyer ignorance cited 
apove, the volatile environment of data processing contrib- 
utes to the difficulties that small purchase buyers face. 
The Navy is experiencing a tremendously rapid increase in 
the utilization of AIP equipment at all levels of customner 
aCCAV it. Constant technological and application cnanges 
Virtualiy demand the undivided attention of anyone invclved 
in the field. Conctrrently, the Federal Government appears 
to be exhititing similar dynamic behavior in the areas of 
regulaticn and assicgrment of administrative responsikfility 
for ALE equipment. Finally, managers and superviscrs at 
most activities have no greater expertise in the area than 


the buyers, and so can offer little yuidance and sufrecrt. 
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GG. summary eer Solutiaens 


The researchers submit that any training 
material developed tc assist -uyers in handling ADF trans- 
acticrs shculd te jointly ccnstructed by ADP and small 
purchase fpersonnel. Buyers have suggested a desire to 
rkecome faniliar with the following subjects: 

(1) The kasic ccmponents of ADP systems. 

(2) The common functions served by ADE ecuip- 
ment at customer activities. 

(3) The unigue legal and regulatory reguire- 
ments associated with ADP. 

(4) Unigue documentation and documentation 
content reguirements. 

(5) Sources of ADF eguipment. 

(6) ADP terminclcgy. 


(7) The rature and components of ADP fricirg. 


a. Problems 


A common problem cf smali purchase is that of 
Friorities; both witkin the purchasing section itself, and 
within tke supply system as a whole. AS aresult of a 
general lack of understanding regarding the use cf friori- 
ties withir the sufryly systen, Suwall purchase rerscnrel 
cften set werk priorities that are aot congruent with thcse 
cf the crganazation and of their purchasing worklcad. fhe 
Lese€archers observed that small purchase perscnonel 
frequently overlooked pricrities assigned On purchase 
reguests, and instead concentrated on those purcnase acticns 
that had Feen in their backlog tne longest. They aiso 
frequently devoted tké€ir attention to walkthrough reguests, 
even if they were of a lower priority tnan work in the queue 


at tkéeirc wecrkstation. 


fk. Causes anGg CCntrpibueiwng fagivere 


Toere are several factors that afrect the 
pericrmance of small purchase fersonnel inthe area of 
Prioritization of their work. One of the most Sighifi@ame 
Frocklems is that sufervisors and the orfganizati Giese 
general, dc not perform a satisfactory jok of Screening 
walktkxrcugh requests. In an apparent effort to frevide 
respcnsive service tc their customers, small purchase crca- 
hizaticns generally act immediately on walkthrough reguests 
regarcgless of their serio In theory, walkthrough 
requests are only made for high priority items, however in 
Fractice they are frecuently fer items that do not justify a 
walkthrough. When small purchase personnel are presented 
with these requests, they generally respond to them innedi- 
ately, cften at the expense of higher priority furchase 
aceicis. Additionally, smali purchase personnel cftentizes 
do nct understand the intent of the priority systen, 
(UMHIEFS) and as a result have a difficult time executing it 
aS it is designed. The ultimate result is that purchase 
acticrs are not madé in their relative priority, and high 
Priority furchase actions cf critical importance ~Giimeg 
languish while lesser priority purchase actions are [leing 
completed. 


ee Recommended soluticns 


The key to the Eroper utilization of ))Gme 
Friority system is to educate poth customers and LcLuyers 
regarding the assigrouent and effect of priority ratings. 
Small purchase perscnnel must be made aware of the iaper- 
tance ard igpact of [riority ratings, and must be mctivated 
to adhere to these assignments. Supervisors have a heavy 
kurden in this regard, as they must assist buyers by 


screening furchase requests and they Must ensure eae 
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custcaers do not place undue fressure on buyers to give 
immecgiate attention tc their reyuests. It is also incurkent 
upon Sufervisors to educate their customers regarding the 
Zeaning ard intent of the priority system, and to attempt to 
convince customers that it is in the customers crest inter- 


ests te adhere to the priority system. 
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VI. RECOMBENDED TRAINING GUIDE FORMAT 


Ae INTRCLTUCTION 


Tke ckjective cf this section of the research is to 
discuss in a general sense, the key elements of a training 
guide for smail purcktase fperscnnel. A study of Existing 
formal and informal training material in this areéa tas 
revealed a Gistirct lack of consistency, and in some cases a 
somewhat Eaphazard approach to the presentaticn cf the 
training materials. The researchers! aim is to prescrile a 
recommended standard approach to preparation of a small 
furchase training guide that will provide consistenc yaa 
apprceach and, most itfortantly, cover those general areas of 
a training cuide that are mcst essential. During the ccurse 
cf this research, cne of the most consistent ccnmnerts of 
small purchase personrel and their Supervisors was that the 
limited amcunt cf training that was available treated the 
Subject patter in a fairly cursory manner. They additionally 
commented that these materials generally failed tec pfrevide 
any kackgrcund inte the "whys" and “wherefores" or die 
covered areas, resulting in the training material tLeéiny 
littie acre than a frecedural fanual, rather than a legiti- 
mate trainitg manual. AS a result of this research, the 
researchers feel that the follcwing concepts must be covered 
in scme detail in <€ach area of training that is teing 
Fresented, in order to fully address the training needs of 


Small purchase personnel in the field. 


Ieee (SUE [eC E- “Area 
Ze, LéEfL ini bacon s 
- Governing Rules and Regulations 


ee Rationale and keasons for Policies and Procedures 


2s 


Se Ccmton Problers and Discrepancies 
6. Suggested Scluticns 


7. @Iraining Materials and Recommended Guides 


EF. SUEJECT AREA 


It 1s recommended that this portion of the training 
guide prcevide a Erief introduction to the subject matter to 
ensure that it is froperly identified. The discussion 
Should fccus upecn what exactly is being discussed sc that 
readers can expediticusly review this section to determine 
141i tke training is applicable to their particular needs. A 
commcr shortcoming tkat must be avoided is assuming tnat the 
Ferscunel urderstand the concert being discussed, and that 
an expiaratcry irtroduction 1s net necessary. If the area 
Cr discussicn is one that is subject to wide interfretaticn, 
at shculd re developed in fairly precise detail. It is crit- 
ical at this juncture to ensure that the focus and aprlica- 
tion cf the subject matter is syguarely upon small furchase 
mew thaL 1t 1S nct urcen a cencept that has different inter- 
Fretaticrs for other types of purchasing. Ir the sukject is 
@memtlat has application to contracting over the $25,000 
threskcld, it is incumbent ujon the person develoging the 
training tc ensure that the sccrpe does not extend beycnd the 


bounds of suall purchase. 


Coe ESEIXNITIONS 


This pertion of the training guide should define thcse 
terms that wiil be utilized in the course of developing the 
particular subject matter. Technical definitions shculd be 
given, as wellas interpretations in easy to understand 
danguage. It is iaportant tc ensure that the terms are 
understandaktle, for if small purchase personnel are lost at 


mars fcirt, it is fruitless to froceed. Particular care 


must fe given to providing working derinitions of any legal 


terms that are discussed and €xamined. 


Te. CCVEFNING RULES AT REGULATIONS 


The okjective of this section of the training guide 
Should re to list the frimary sources of governing rules and 


references, in order to allow the reader to refer to them as 


necessary. The priwary sources of guidance should first be 
listed, fcllowed by a seccndary list of less ccriorly 
referred tc directives. When listing the abcve reierences, 


is is impertant to nct only last the reference, bwt fcwaee 
dist tke specific paragraph or section of the rererence that 
4s aprlicatle. It has been common practice in the fast to 
last a reference such as "the Federal Acquisition 
fFegulaticn," and althcugh this is technically accurate ae 
rractice discourages fersonnel from actually referring to 
the cited reference, as it often takes an inordinate aznotnt 
cof time tc find the applicable section within the directive. 
Another imfpertant reason fcr citing specific references is 
that many xeference scurces cfiten have pertinent cr even 
contradictcry material in dirferent sections of the reper 
ence. If a person has the time and the motivation to bocek up 
references, they may not be familiar enough with the refer- 
ence tc be aware that they may need to look in several 
different places within the reference. If specific tretems 
ences are listed, fersonnel will be better motivated to 
refer tc references and gain a better understanding cf the 


subject azatter. 


F. RATICNALE ANT REASONS FCR POLICTES AND PROCEDURE. 


This section is one of the most important in any 
training guide of this sort. Cftentimes, training guides are 


rrepared with little cr no background material to allcw the 
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reader tc understand why they are doing what they are Leing 
directed te do. Threuchout the course of this researcn, this 
concern was frequently expressed, as small purchase 
perscnnel and their supervisers felt that they were -reiny 
told bhcw tc perford tasks, but were not keing educated 
regarding why the frocedures or policies were impertant. 
Fost cir these personrel felt that they would better Le atle 
to Ssupfort and e¢xectte the myriad of fprocedural steps that 
they are reguired to fe familiar with ic they knew why these 
folicies ard procedures were ifportant. During the ccurse of 
this res¢arch, the researchers frequently pcinted cut the 
importance cf many cf these seemingly pointless relicies, 
and small purchase personnel generally responded in a fosi- 
tive fashion when they understood the Pipertalccmsor 
perfcraoirg those procedural asfgects of small purchase int the 
Frescrikted manner. It is also important at this juncture to 
FOoint cut to small furchase personnel the effects cf not 
perfcrring their duties in the prescrikred manner, sc that 


they are aware of the potential impacts. 


F. CCMECN EROBLEMS ABT DISCREFANCIES 


In crder to place the emphasis of the training in its 
Froper fperspective, it is importaut to identify ccunon 
Froblems and discrefancies sc that trainees can ascertain 


the applicatility of the sclutions and guidance withir the 


framexwcrk ci their cwn personal experience. this Seeceioen 
should inciude aS a mininuag, becubLting WiCMR -(Contract 
Mainterarce Review) discrepancies so that there is€ no 


Bystery ccncerning what is expected of them from an insfeEec- 
tor's cr auditor's viewpoint. A fairly detailed discussion 
cf the discrepancies should fcllow so that the trainees are 
aware of precisely ‘what the discrepancies and recurring 


€rrors are. Vaguely sorded statements, as are common in CMR 


101 


reports, are not useful in that they do mot, in GCenemaue 
specify exactly what the discrepancy was that has Ffeéen 
cited. Additionally, commcn fitialls gleaned from fersonal 


experience in the area should te identified and discussed. 


Gem SUGCEST ED SOLU TEGINS 


This farticular section of the training guide shogia 
address sclutions frcea both a twacro and a micro vViewpocuiee 
Soluticns tc underlying protlems shouid ke addressed sc tkat 
Superviscrs and small purchase personnel can arEetG@eenr 
correcticn of deficiencies in an organized and efrtecuuame 
manner. Specific guidance to a fairiy detailed level should 
also ke yrovided so that these personnel can be made aware 
cf the precise steps and acticns necessary to Correct Pres 
lems and tc prevent their reoccurrence. This is cne cf the 
areas where central coordination and sharing of timesaving 
ideas can Fe utilized to advise perscnnel of better and 
easier nethcds of corducting business so that each [uyer or 
€ach ccanand does not have to "reinvent the wheel" each tine 


anew prcklem arises. 


A. TRAISING MATERIAL AND RECCHMENDED GUIDES 


Thais section of the training guide should sSuprort the 
soluticns given above -ty presenting any additional training 
guides cr reierences that fray pe ort utility tc small 
rurchase [ersonnel. The person charged with preparaticn cf 
the study guide should also conduct an in-defth exazination 
cf currert frocedures to determine it forms and cther work 
aids can Fe developed to simplify the routine tasks cf small 
purchase y;ersonnel. Small purchase personnel in the field 
should alsc be gueried to ascertain if there are time and 
energy saving devices presently in existence that shculd be 


made availatle te others in the profession. In the ccurse of 


this L¢esearch, tne researchers noted many instances where 
creative small furchase personnel or their superviscrs had 
designed mechanical devices of one sort or another to 


increase their productivity and effectiveness. 


Ie SUMMARY 


In summary, egelS well Por cailt co. edi OLe thd Se eh alam 
guide tc eet the perceived needs of smali fpurchase 
ferscnnel at all levels. ihe cGoumon jthread theogugueut this 
research was that these fersonnel desired additional 


trainirg anc educaticn, and were eager to become invclved in 
advanced training were it available. They alse stressed 
Brat they felt it impertant to understand why it was igpcr- 
tant that they ferfcrm tasks in a particular fashicn, and 
what impact their nen-compliance would have oa the small 
purchasirg system asa whole. The next section of this 
Chapter will presert an example of a specific area of 
meaining that is addressed within the aforementioned 


etructure. 


Je AN EXAMFLES EPA USE AND ADSINISTRATION 


1. sSulject Area 


The material in this mwcdule will address fractices 
associated with blarket purchase agreements, regulaticas 
associated with these agreements, reasons for existing 
policy ard frocedures concerning BPAS, and common frotlems 
associated sith their implementation and use. The E-rimary 
purpese to be achieved is a better understanding of the 
nature of the BPA and the ypotential pitfalls faced fry all 
Smail fpurckase jprofessionals. Ths wis seer an “attemr;t to 
teach tke experienced Euyer the nuts and bolts of FFA docu- 
mentaticn cr procedure. The training material will assume al 


kasic level of training and prefessional experience. 
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AS an experienced smali purchase professicnal, the 
usefulness cf the BPA has tundcuktedly Lreen seen first kard. 
If handled correctly form birth to death, the EPA can 
consideracrly simplify the purchasing frocess under a wide 
variety cf circumstances. Lack of attention, however, Wea 
rob a Euyer of guch cf the utility or service that can be 
received. For this reason, Material inthis model will 
concentrate on pessirle areas for imprcvement in the admin- 
PHstEaticn ForeseAs. It is hoped that by stinulatirg a 
constructive self-evaluation, and by offering some single 
recomzmencations, the waterial will: 

ale Reduce tre number of BPA-related discrepancies 
reported in Contract Management Review (CMR) and ctitem 
audits and evaluatiors; 

ire Improve the level of service that the small 
Furchase prefessional can provide; 

Cs Reduce the inccnvenience and ineitficiercy asso- 
ciated with error detection and correction; 

de Enhance the self-confidence and evaluated 
professicnal performance of the buyer in the area cf EPAs; 
and 

E. Allow buyers tc cktain maximum benefit frog tae 
Savings in time and effort afforded by EPAs, thereby 


allowing corcentraticr on other essential tasks. 


-~ 


z- Lefiniticns 


Ihe definiticns and interpretations of the fcllcwing 
terms, which will re used throuyhout the material, are 
provided tc ensure a cougncn frame of refererce when 
discussing EPAs: 

die Agreenent: A written document which expresses 
an understanding reached Leéetween tne Government and a 
contractcr regarding possible future contracts. The agree- 


ment is rot a contract itself and does not promise that any 
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Somimract= Willi actually materialize. Its pritary purpose is 
to identify the terms and clauses to be part of any future 
contract. 

kr. Bianket Furchase Agreement: An agreemert which 


Frovices a simple mettod of filling future repetitive reeds 


for supplies and services. FPAS are often referred to as 
"Charge accounts" established with yualified scurces cf 
Supply. Orders are flaced against the BPA as needs aLise, 


and faynent is made on a periodic basis for ali crders 
Flaceaq during the period. 

Ge Cale: An order placed under the terms and 
conditicns ci an existing BFA. SUCHE al OmGier 2s reallyvan 
cffer Ly the Governmert to purchase, and becomes a Eirding 
contract when accepted by the contractor or vendor. 

ie ROtatiom: The practice of regularly dnd systen- 
atically changing tke contractors or vendors who receive 
calls cr are asked tc submit guotations or bids. Pro,er 
rotatico imnzlies that all qualified sources have an cppertu- 
hity to do kLusiness. 

€. Review: The process of examining, on a regular 
kasis, tke EPA itself, the calls placed, and the precedures 
Emeplcyed on a day-to-day basis. Such an examination must be 
ebjective and designed to improve the pduying process. 

ee Documentation: All written records asscciated 
weemedr aindividual £FA -thxrougheut its life. This weuld 
inciude ccrfies of the BFA with all included clauses, 
Furchase requests that have been satistfied through the BFA, 
records cf all written or oral guotations and bids, scle 
source justifications, copies of the actual orders, reccrds 
of any ccntacts witt the vendcr, copies of invoices where 
applicakle, and records of any other buyer action related to 
the EFA. fimauyeiatieor™ DLelates to MamoPA,;  1t Should be 
written dcwn and aincluded as part Of ene documentation 


Fackace. 
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Ge Required Clauses: Those clauses required by 
regulaticn to be included in a, particular BPA. 1) 9] aoe 
tant tc note that scre clauses must be in all BPAs, while 
cthers aust be usé€d only under certain circumstances. 
Further, clauses reguired by the FAR may be supplemented, 
kut net replaced, fry other clauses specified by vazpaic@e 
echelcns ir the ckain of ccmmand. These clauses are 
addressed in Sections 3 and 7 which follow. 

Ek. Adequacy cf Germs: Whether or not the terms and 
conditicns specified in a EPA are in the best interests of 
the Gcverngnent and the contractor or vendor. Condi ti¢me 
change cveéer tine, sc the Euyer must regularly evaluate 
adeguacy of terms to frotect the Government. 

is Eyual Verdor Opfortunity: A condition resulting 
from €ach vendor or ccntractor, in the long run,” havirameee 
Same rumkéer of Chances to receive orders as any other vendor 
ClhaGeruLacten. Egual cppertunity does not mean that each 
vendcr will experience the Same success rate. 

j- Administrative Costs: All costs associated wae 
translating a purchase request into goods or services to 
satisfy the need. Essentially, this consists of all the 
time and materials exypended by the small purchase Luyeér over 
the life of the acticn. 

k. Administration of BPAs: | All actions taken by 
small purchase personnel to maintain, review, and use active 
EPAS. Estaklishment and disestablishment of BPAS wili citer 
Fe included under the heading cf administration also. 

1. Mandatory Sources of Supply: Those sources fcrm 
which a kuyer must, [Ly regulation, obtain goods and services 
if they are available (eg. the supply system and Federal 
Supply Schedules). Both Government and non-Gcvéerrment 
sources gay be classified as mandatory, such aS Federal 
Supply Schedules, and there is a specified order in which 


they must ke approached. 
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1. 


tive vendccrs 
to detergzine 


tive recuirenent. 


Competition: iheweeocess of alfowing [resrec- 


Gummmec ONntlacitor S LO CODten@ = agdinst “one anctrer 


which car most satisfactorily meet scme crjec- 


Gcevernment policy establishes this as the 


preferred wzethcd to meet Government and social interests. 


The following regulaticns relate to BPAs: 


Reference 


a. FAR 
lo FAR 
oom FAK 

LOL 
a. FAR 
€. FAR 
fo. FAR 

COD 

BOG 
ge EAR 

ZOD 
ie) ae O D 
sig FAR 
Bs FAR 
RS FAR 
i FAR 
le FAR 
Nis FAR 
on FAR 


Le e215 

1s 203 

13.204 

FAR SUPP 13.204 
Ie 05 

lis 206 

Sy 

Pak ecu Poe ye. 203-2 
pen sUPP 22 

4.8 

FAR SUPP 4.8 

FAR SUPP 4.7004-4 
loa 106 


LS) Sug, 


io cei 0> 


a 


DN 


22 
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PPAS, General 
Estabiishment of BPAS 


Purchases Under BPAs 


Review Procedures 
Completion of BPAS 


Clauses 


Documentation 


Numbering 

Competition and Price 
Reasonableness 

SoOluGir at 1On andes) Valld=1o0% 
of Quotations 

Small Business-Smail 
Purchase Set Asides 

Dissenination of 
Information 

Synopses of Proposed Ccn- 
CEaGces 

Reguired Sources of Suprly 

Applicability of Lalor Laws 


The fcllowitg l1ist)@ee near lastructions and ~Jjecal 


guidarce related to EEAs: 


~=- List Provided Dy the Local Activa aa 





The small purchase shcf 1s a hectic arena, charac- 
terized ty a seemingly endless stream of purchase reguests 
and reguired actions. The Euyer's time and effort are the 
Frice tkrat the Gcveriient pays to accomplish this essential 
task; a price that can be measured in dollars as well as 
anxiety. For a larce percentage of these requirements, the 
Frice is larger thar the worth of the items invclved. 


Reducticn of these administrative costs is the jpurfecse of 


the EFA. The preparation cf individual furchase crders is 
replaced Ly simple call procedures. Invoices may be 
Frocessed ina batch rather than one at a time. The vendor 


realizes similar savings in administrative costs through 
Simpiification of hisyher paper work procedures. The ELA, 
then, serves to reduce the tire and effort, and hence tae 
cost, cf reutine and repetitive orders to a single vendcr. 
Cnce a BPA is estarlished with a gualified vendor, 
the Gcvernment has cpened the door for possible £v&ime 
contractual relationstips with that vendor. How does the 
the prefessional small purchase buyer, as a representative 
ctr the Gcvernment, ersure that prices will be reasonarle and 
guality acceptable? Common sense and Government felicy 
indicate that ccmrpetition will accomplish born ego be 
crdexr to ccrpete for individual orders, multiple PFAs mrst 
Fe in effect for the same types of items. This is the 
reason that buyers are cequired to seek out and estaklish 
EPAS with several gualified vendors in each commodity group. 
Small businesses, even those with established EPAs, 


cannet maintain contact with Government custcnhers sangeet ee 


1C& 


needs as well as larcer businesses can. Becoming aware otf 
mMotcntlal business tcc late, cr” not becoming aware at all, 
could put many eligitle vendors ina disadvantageous fosi- 
tion and defeat the goal of teaningful competiticn. The 
practice cf synopsizing anticipated reguirements in the 
Ccmmerce Business Daily (CBD) helps small firms stay akreast 
and stay competitive. For this reason, the syncpsis 
reguirenert may apply to BPAs and even calls. 

Ancther purpcse served by Government procuremert in 
general, ard small furchase in particular, is the mainte- 
nance cf a strong business kEaseé in America. This means tkat 
a sufficient number cf firgs in ali industry groups remain 
healthy encugh to jrevide cur country's needs under all 
@omgiticrs. The Gcvernment must protect itself against 
keconing toc reliant cn any one source. Commercial fusi— 
hesses, at the same time, can only be vital and interested 
in dcing Gcvernment werk if they benefit from awards anc the 
resultant funds. heecation OL calls and old GSemicitativens 
among gualified vendcrs on a regular basis will accomflisa 
these vital purposes. 

Many things cther thar the provision of a gccd or 
service can and do result from a small purchase acticn. A 
deterginaticn of the fairness and reasonableness of a frice 
Ray keccmne the basis of frice analysis in some future 
et 1 CD. Netwous taken in a particular buy may be used to 
€valuate the small purchase professional. Practices ata 
Facticular activity will almost certainly be the surject of 
pericdic reviews, inspections, and audits by varicus crgani- 
Zations. Internally, reviews are made to ensure that the 
Ekest rpessitle buyince decisicrs are being routinely made. 
Meal iy, if things do not geo smoothly, a small furchase 
action gay result in unpleasant litigation. Tac. Ory 
certain way to frotect the interests of both the Euyer and 


the Gcvernment in all these situations is to keep ccmplete 


and detailed records of everything related to an acticn. 
This is the basis for the ccncern with documentation. 

A EFA 1S an expression of a relaticnship Letween 
crganizaticns over time. As the Government's needs anda 
vendcrs! situaticns change over time, so must the terms and 
Cconditiens ¢f£ a) EPA. Clauses may change. The sccre c£ an 
activity's requiremerts may change. The capabilities ofa 
vendcr nay change. In order to ensure that current neéds 
are served, and the Government's interests are frectected, 
the Federal Acguisition Regulation reguires that EFAs be 
reviewed reguiarly. Specific review reguirements may he 
found in the FAR references cited in Section 3. 

Every year the Government expends enormous nugbers 
cf dcilars and hours attempting to provide a respecrsive 
system cf internal surrly. Additionally, Congress has iden- 
tified specific grours of fecople as deserving of special 
help in the form cf reserved Government business cppertu- 
Hit y < Alcng with Federal Supply Schedules (FSS), these 
sources ccnstitute mandatory sources of Sigel By 
utilizing these sources whenever possible, the buyer assists 
in ackieving several important goals. Fewer scarce precure- 
ent dcllars are tied up at any one time in duflicated 
items. Regular utilizaticn of supply channels ~revigge= 
accurate usage data, and enarles more effective prediction 
cr future demand. Finally, important social | ol] vege 


translated into reality. 


S- Ccmmon Problems and Discrepancies 


we eee eee eee =e eee ese == = =e Ee 


At this point; we Should be noted that the fajcrity 
of PFA-related actions are handled correctly and efficiently 
Ey small purchase prcfessionals. On the whole, the furrposes 
expressed in the preceding secticn are being served. There 
are, however, a limited number of weaknesses that aprear on 


a ceguiar fasis at a large number of activities. The need 
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to deal witt these discrepancies adds an unneeded rurden to 
the Facks cf buyers. It is believed that if small furchase 
Petmocmnel address these proctlem areaS aswa corps of fpreres- 
Sionals, discrefancies will te eliminated and energies may 
Fe focused cn the primary task, which is service. 

A review of CYR repcrts reveals the following recur- 
Ling ;rctler areas: 

ae Establiskgoent of EFAs. Purchase orders are ret 
scrutirized to deteraine if repetitive buys from a singie 
vendcr fight not more economically be made under a BFA. 

rk. Review of Active BEFAS. Regulations reguire that 
EPA ccntent fe reviewed at least annuaiiy, and procedures at 
east Séel@i-annually. An evaluation must be made of 
adequacy, currency, and corpleteness of all terms and 
eilauScs. 

ce Disestaklishment cf BPAs. BPAS are not always 
keing premptly disestaktlished when time or dollar lizgita- 
tions have keen reached, or when the demonstrated need for 
the EFA ro longer exists. 

dire Documertation of Cal se andes SO. 1Le Cations, 
Furchase requests, r»ritten records of solicitations, tids, 
and guotes-are nct béing maintained in the BPA files. This 
Memeparticularly true with régard to oral transactions, and 
reccrds asscciated with unsuccessful vendors. 

Es Insufficient Numkers of BPAs. The number of 
EPAS eéstaklished fcr gualified vendors in a particular 
commodity group does rot permit meaningful competiticr over 
time. Too few vendors are involved, thus denying frice 
Frotecticn to the Gcvernment and growth to the kLusiness 
tase. 

ie Cad see hetaition: Rotation Efractices de not 
Fromcte e€gual vendor cpportunity. A small group cf verdcrs 
often get an inordinate number of solicitations andyor 
awards. An unsuccessful vendor does not always receive 


another cprertunity within a reasonable period of time. 
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Ge Screening of WYandatory sauce AttenEets to 


acguire requested materials from mandatory sources are not 


always made andyor cccumented. This 18 a particutamie 
sensitive area in ah toe the negative purlicigy 
surrcunding the spare farts issue. Individual reguirerents 


Bust ke screened thrctgh mandatcry sources of supfly befcre 
being crdered frem verdors. 

ie Required Clauses. Original BPAs often de wien 
contain all clauses reguired ry regulation, or the clauses 
are inccarlete. This probler is expected to Leccme even 
more acute with the transition to the FAR. Numbering and 


contert are changing. 


a. Synopsizing. Fotential PPAS and, where 
reguired, andividual calls are not synopsized, or are 
imprcyerly synopsized. This reguirement is relatively new 


to buyers, and not mtch specific guidance has been given or 


generated ir the fielc. 


€. Sugcested Sclutions 
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It is expected that small purchase professicnals 
will fre aktleé to generate a number ot effective and créative 
soluticns tc the prcklems discussed on tneir own. Puyers 


are enccuraged to develop and share these technigues to 


impreve the overall fperformance at the activity. A trrief 
discussich of some fossible solutions follows, neues 
guidance, but merely to stimulate directed thought. 


Individual activities will determine the degree cf apgereach 


stancdardization. 
a. Estakliskmaent of EFAS 


Be aware cf the signals which commonly indicate 
the desireakility of EPA use. A wide variety of items ina 
Iroad class are comicniy crdered, but specifics dre (ee 


immediately known. Cffices or projects in a giver dreamee 
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Mop~menave Purchase authority, but do have routine needs. the 
Weerog cL routine furchase crders, often to the same 
sources, Llecomes trouklesome. A vendor or group cf verdcrs 
consistently charges less or cffers better performance. All 
cf these circumstances may hint at the possibility cf time 
and effcrt savings through use of a BPA. 

Consider the practice of conducting a mcnthly 
commcedity review. Feview purchase orders in each tajor 
commcdity group to determine if vendor patters are evident. 
This p~rocedure may be accomj;lished using a separate FPA log 
for e€ack ccamodity gicur. 

It may also be useful to analyze the freguency 
with which purchase crders gc to individual vendors. A 
eeiewe Card or distirg for each vendor could be kept indi= 
cating tke date and general items on eacno purchase order. 
These listings cculd ke reviewed ona quarterly basis. fis 
Swe curchase orders ina single quarter go to a particular 


vendor, it may be wise to consider a BPA. 
ke. Review of Active BFAS 


The first step in any review should be tc deter- 
Mine what items tc licck for in a review. When reviewing 
EPAS, ¢cmre suggested items include continued need, currency 
©, Clauses, adeguacy of terms, discount provisions, etc. 
Cnce this decision is nade, it is suggested that all 
€xisting EPAs be divided up into 12 equal groups acccrding 
fo any ccnvenient criteria; fcr example, alphabetically or 
Ey majcr ccmmodity grcups. Each group, and every EPA file 
in that grcup, would then receive a number from i tc 12. 
Facn gnwerth, one group would te pulled for review acccrding 
to the estaklished items. A simple record of tne numcker of 
EPAS assigned to each numbered yroup should be maintaired so 
that new establishmerts can be assigned to groups in such a 


way that grcup sizes remain relatively equal. It is also 


1A 


advisakle tc note tke date of each review directly cr the 
individval tiles. 

A number cf£ similar nethods follow thas cmeaiae 
zaticnal pattern. Feviews may be conducted by ccmmcdity 
groups. if there are a manageable number of active EPAs, it 
may Le gossible to schedule cne block of time to conduct tke 


revieén. 
ce. Disestablishment of EPAS 


The usefulness of individual BPAs may fce exan- 
ined usirg an analysis of crdeéer frequency, conducted much 
the sane as the frecuency analysis described for estab- 
eS en Geer Ase, A card or similar record is kept fer each 
vendor, and calls are simply noted. These cards may be 
Ieviered guarterly tc determine if the BPA is still vital as 
indicated Ey the rumber of calls during the guarter. 
Alternativeiy, individual call dates may be noted on a Sheet 
attacred to the EPA fclder, and the vitality of the EPA may 
ke addressed during the regular andnual review previcusly 


descritec. 
qd. Documentation of Calls and Solicitations 


The kest advice ccncéerning documentation may be 
to dccument whenever there is a guestion or doubt. This 
€guates to the establishment and meticulous maintenance of a 
complete EPA file. Such a file may be arranged in chrcrolc- 
GaGcal Crder Of Individual als. At a minimum, it is 
Sugyested tkat the file contain: 

(1) The latest ccry of the BPA. 

(2) Any records concernang negotiaticn @f (pea 
terms arc ccntent. 

(3) Ccrpies of all purchase reguests filied 
uSing the EEA. 


(4) Reccrds of all written or oral ccmmunica- 
tions sith the vendor, whether resulting in a call cr nct. 

(5) Copies of all vendor invoices or staterents 
ii pxrecessed through the buyer. 

(6) ADY paying office reports indicating 

Fayments. 
The fcrm entitled "Srall Purchase Documentation-Suprly" ray 
€asily be mwcdified te record much of this data. A COLY OE 
this form 1s included, together with cther suggested docu- 
ments, with this mcdule. 

The best buyer and Government protecticn is 
afforded by thorcugh faniliarity with the general documenta- 
tion reguirements cited in the references section. It is 
aiso essential, however, tc fe aware of local reguirements 


for dccugentatior. 
€. Insufficient Numbers of BPAS 


The deterginaticn cf an adequate number for BFAS 
1s a judgement call, and will be different for every Euyer 
in the aktserce of activity guidance. Remember that at least 
two EFAS in a given commcdity group are needed tc have 
competition. Two, however, is seldom an adeguate number. 
At the cther extreme, the Euyer must strike a tLalance 
ketweer manageability and ccmpetition. The existence cf too 
Many EFAs may lead te shortcuts in rotation that alsc deny 
meanircful competiticr. 

In general, it 1s recommended that one EFA be 
estarlisted for each 100 anticipated calls against a 
commcdity group at larger activities. For smaller activi- 
ties, the ratio may te reduced to about one BPA for each 30 
Gem@reitated calls. kKhile performing review frocedures, the 
list mest be yroomed and unneeded BPAs disestablished. New 
EPAS may be estatlisted to maintain tne ratio, or the kuyer 


may find that the list will tend toward some “natural level" 


ie 


CEaVicanie. This egtilibrium fosition is suitaple, Homevem 
cnly if preper rotation and review frocedures are t[éing 
foilcwed. 


i. Call Rotatrvon 


When the value of an individual call is Lrelow 
the threshcld reyguiring (GCompectuemcme proper rotaticnu mee 
really fust a matter of a conscientious attempt to run 
through the available BPAs in crder. A list indicating waa. 
tame cf tke last vendor tc recéive a noncompetitive call 
Should ke kept. Wren the call reyuiresS competiticn, the 
Situaticr tecomes orly a little more complicated. The 
cbject beccmes to rectate opportunities rather than actual 
calls. It is suggested that after the first selecticn cf 
one vendcr from amonc three bidders, the following system be 


used where [ractical: 


Cali Vendors 
1 AG ey c= 
2 Cy 0 8 
3 Day ps 
GLC. * successful bidder 
Addit icudila rkuyers are enccuraged to utilize vendor 


freyuency cards, as described, and review them on a recular 


Passe 
ge. Screening cr Mandatory Sources 
In crder to utilize the faudatcuyssources ice 
supply, the buyer mtst know what they are. A basic fannie 


larity with the references cited under this topic will 
establisk tktat knowledye. It is also helpful to» keépea 
listing, ccnstructed Ey the buyer or the activity, with the 
EPA files. These sotrces do change. Each purchase request 
Should ke screened against this list before the call is 


flaced tc a vendor under a EFA. it is useful to nete thas 


EPAS may re established with vendors listed cn Federal 
Supply Schedules. 

As the kEuyer beccmes acyjyuainted with tke kirds 
of items available fron €ach mandatory source, thas 
screening frocess Eeéecomes less cumbersome. Requesting 
activities should tke encouraged to do as much of this 
screening as possible. At a minimum, the small furchase 
meeeesccicnal shculd insist that the requestor search the 


supply systen. 
h. Required Clauses 


Here, again, there is no real substitute fer a 
knowledce of the aprlicable regulations. This knecwledge 
should ercompass botk the standard clauses reguired ir all 
EPAS, and those clauses that apply under limited circun- 
stances. A uséefui aid in this erfort 1s a current EPA 
moEbMmat guide. This guide includes an extraction ci these 
clauses relevant to EPAS, and describes or references the 
requirements associated with each. An example of sucha 
format cuide is incluced with this module. Finally, utilize 
local Eulletins and directives to update the guide cn a 


regular kasis. 
is) (SyNOESIS 


Become faniliar witn the requirements for syncf- 
Sizinc as they rertain to BPAs. The module on syncpsis 
included in this training guide discusses the subject in 
some detail. Once tke princirles are understood, the kuyer 
should generate examples of EFA and call synopses to Le kerft 


with the EPA files fcr reference. 
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Figure 6.$ Blanket Purchase Agreement Format, Page €. 
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A. ISTECDUCTION 


The prircipal intent of this effort is uct to gquantmem 
tively define the ccsts and fenefits of implementing the 
Froposed training prcgran. Rather, its intent is to idem 
tify costs and benefits, so that decision makers can attempt 
to raticralize training using their own judgements regarding 
costs and rEenefits. Implementing costs will be categcrized 
as direct and irdirect, ard in some cases, they will be 
guantified. In large measure, the benefits that will accrue 
as a result of trainirg have teen discussed throughcut this 
thesis, however, this section will attempt to bring tcgetter 
those Lterefits which kave a significant financial impact. An 
examiration of the benefits will aiso be made with regard to 
tangikle versus intargible impacts. Lastly, this section 
will attempt to assicn an estimate of total guantifiatle 
itmplegentation costs, and then utilize sensitivity analysis 
in crder tc determine an aprpreximate break-even point with 


regard te expected ccsts and projected Lenefits. 


Es cURDJECI PER SCuNEI Costs 


The mest obvious and most easily measured ccsts of 
implementing this prcegram are those associated with (eae 
costs of the personnel undéergceing the training. Ir ccneoe 
Nance with Task Force 6, [Ref. 60], the researchers telieve 
that intermediate level small purchase personnel should 
receive at least 120 hours of formal and informal training 
during their career progression within the GS-1105 and 


GS-11C06 series. Once a satisfactory level of training kas 


12s 


keen achieved, it is further Eelieved that these Ber Sennen 
Should receive at least 50 hours per year of cortinuirg 
training and educaticnr to ensure that new subjects and areas 
er Lecurring difficulty are adeguately covered. mals 
training plan would as a result entail an average cf apfrex- 
imately 70 hours of trainirg fer year. If one assumes a 
standard workyear of 2,080 preductive hours of eéffcrt fer 
emplcyee, this recouazended training wouid result in reughly 
3.5% cf the productive workyear being Spent in training. 
While this aay seem tc be an e€xcessively high percentage of 
time devcted to training, the researchers intend tc shew 
that the kenefits that will result will make this level of 
effort mcre than worthwhile. 

This effort is directed at intermediate level smali 
Furckase personnel within the Navy. As of the begirnirg cf 
fiscai year 1983, ttere were 2,883 GS-1105 personnel of all 
grades within the DOL, and of these, 1,280 were in the Navy. 
The average yrade level for GS-1105 personnei in the Navy is 
§-8. GS-1106 personnel numker 1,307 within tne DON and have 
an average grade level of 4.8. [Ref. 61}. It is reccognized 
That not all GS-1106 rersonnel are directly associated with 
SMfall purchase, however it is felt that they shculd be 
included in any €xamination of small purchase perscnnel, as 
their trimary duties are that cf smali purchase. Since tiis 
study is directed tcward intermediate level smali furchase 
perscrnel, an averace paygrade of GS-6 will be utilized as 
an estimate of the average paygrade for intermediate level 
GS~11C5 rersonnel. This average will offset the irclusion 
of entry-level perscnnel in the aggreyate average crade 
Mevel of 5.€. This average fpayyrade represents an average 
c£ the nunmter of GS-4 through GS-7 level personnel if the 
Navy, in the GS-11C5 series. Pheweconrnesponding jannual 
Salary fcr aGS-6 step 5 is $17,479. The average crade 


level cf irtermediate level GS-1106 personnel in faygrades 
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GS-4 thrcugs GS-7 is at the €3-Se vce has a ccrre- 
sponding annual salary of $15,681. 

In ordex to simplify future calewmeaercen- a weichted 
average salary wage for the 1,280 G5-1105-6 ana ipa 
GS-11C€-£5 personnel will be calculated. This will allcw for 
a relatively accurate determination of aggregate ferscnnel 
costs as lcrg as the ratio of GS-1105s and GS-1106s remains 
fagociy Gceustant: Tre weighted average salary for these 
perscnunel is $16,570.€3 per year, calculated as follewo 7a 
ratic oir GS-1105 perscnnel to total small purchase ~erscuieee 
(1,28C/2,5&7) times tke average GS-1105 wage (317,475) jpius 
the ratic cf GS-11C€ jperscnnel to total small furchase 
perscine! . (1,30 7/7/2724) times the average GS~-1106 wage 
(S15, 6a). 


(1, 28C,yz,58%7) X $17,479 + (1,30772,5387) X $15,606) —3) tee 

Using a 2,080 precuctive nacur per year base, this womuea 
€guate tc a weighted average hcurly wage of $7.97 per hour. 
The direct cost that would be associated with effectively 
removing 3.5% of the swcerkforce from productive efforts sould 
ke tke weichted average hourly salary for an intermeciate 
level smwalil purchase emplcyee, times the recommended 70 
hours cf training, times the numoer of personnel affected. 


These calculations are shown Lrelcw: 


2,5€7? sersonnel X 7C hrs/person X $7°97/nat — 5174 

The abcve figure represents the cost associated sitk the 
"Nermanent" loss of 7C hours ,eéer employee, per year, due to 
irs training. It must be noted, however, that these costs 
are sunk ccsts in that these fersonnel are already on the 
payrcoll. Their salaries would fe paid regardless of whetker 
they were in training, cr were otherwise productively 
employed. The nly incremental personnel costs that would 
result would be thcse associated with hiring additional 


perscnnel cn a permanent or té€mporary basis to replace the 
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incumfents that are in training. Aiternatively, i ae — 
tional fersonnel were not hired, and the worklicad was 
aksorked Fy the remaining werkforce without authorizing 
overtime, the effective direct personnel cost wculd be 
effectively zero. If, however, one assumed that the level of 
Froductivity of the remaining workforce did not allcw the 
tasks cf the personnel in training to be completed by cthers 
an the crganization, and one assumed that the level cf the 
worklcad did not change, overtime could alse be authcrized 
as a m€ars to ensure that necessary work was completed. ce 
should ke ncted, however, that one of the explicit oktjec- 
tives cf increased training is to improve the efficiency and 
Froductivity of small purchase personnel. Hence, perscnnel 
resource Lreguirements should be less than the nurker of 
perscnnel in training to offset the loss of those perscnnel 
absent due to training. Each of these options will Le e€xan- 


ined in c¢creater detail below: 


1. Additional Permanent Fersonnei Hired 


(A) Direct Ccsts: If additional permanent staffing 
were ckrtained tc mitigate the effect of 3.5% of the work- 
force being unavailarle due to training requirements, the 
workfcrce wceuld have te increase by slightiy more than =.€%, 
pueos)6|CUt€Orle, in crder to retain the same base level cf 
Fermarent employees working in productive endéaverse as 
kefore tke time that the training commenced. Again, assuming 
averace grade levels of G65-1105-6 and G5-1106-5, and 
Utilizing the weigtted average salary described atove, 
financial resources cn the crder of $1,541,103 weuld be 
required tc employ these personnel. These figures are 
slightly hicher than thcse representing the loss of 3.5% of 
the werkficrce as 10% cf these newly hired personnel weuld Le 


mieerdining as well. Calculaticns are as follows: 


93 perscrs X $16,571 = $1,541,103. 
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Were this the case, the figures given above would be 
fairly descriptive of the direct costs of their emeleymene 
(kt) Indirect Costs: Since permanent employees sould 
ke reguired, their wages would have to be accelerated in 
accordance with NAVCCKHPT MANUAL 035030 to fully acccuntw. 
indirect ccapensatior such as leave and fringe benefits. In 
this instance out of pocket costs would be $2,080,499. 
che assumes an averace wage factor acceleration of 25%, as 
jilustrated below: 


$1,541,103 X 1535 = 323020, 8co 


It is recognized that ceiling points for addit iomam 
Ferscrnél resources are difficult to obtain, however, this 


cpticn is  ~resented ice consideration. 


Ze Jéemporary Hiring 


a —_—s— ee ome —— ie ee oe eee 


(A) Direct Ccests: If temporary personnel were hired 
to perferm the duties of perscnnel in training, the finan- 
cial impact would be significantiy Tess. One would assume 
that temporary emplcyees would be hired at grade levels 
lower than the incunmtents for which they are emplcyed to 
replace, frobably at the entry level in the GS-1105 series 
which is GS-4 and shich is GS-3 for GS-1106 jperscnmem 
These ferscnnel would probakiy be anired at the lowest step, 
and their corresponding salaries wouldWbe $12,260meame 
$11,017 respectively fer year. 

(FE). indirect Costs: These personnel do net enjoy 
the sare level cf fringe tenefits as permanent employees, 
and tkeir Ease salary would only have to ke accelerated by 
apprceximately 25% to accurately represent the indirect costs 
associatéed sith their employment. Calcuations te@showeere 


erfect cf temporary hires are illustrated below: 


1,280 X $927 2607 5. ele 2 oe or 
1,307 X Sui,017 X) Weezer 


Tctal =p =U, 04 


There may be additional costs associated with the 
Frocatle decreased prcductivity cf tempcrary hires, as tkey 
will reguire some time to assifilate into the workforce, and 
will net ke as prodtctive as their permanent counterfarts. 
This use cf temporary personnel WhiL dbso — result. in 
MicrEeaccd turnover as well aS an increase in the variatle 
Pertcicnh of hiring ccsts. There may be other financial 


impacts as sell. 


dad 


(A) Direct Costs: If overtime is authorized in 
crder to ensure that required work is completed, the ccsts 
would re scnewhat higher than employing additional full time 
perscnnel, due to tke overtime premium that must Le paid to 
these perscnonel in acdition te their normal hourly wages. 
If one assumes that €acn person would have to be authcrized 
70 heurs cf overtime fer year, they weuld earn an average 
hourly cvertime differential of 50% for each of thcse 70 


hours. The cost of the overtime premium 1s shown below: 


Overtime $7.97/hr X .5 X 70 hre X 2,587 persons = $ 721,€44 
normal SoS /br X 7 OwhEsw X25 BJ personsus. £1, U4 3 287 
seh o-oo 


(ejmearnadairect Costs: The use of overtime assuzes 
that there are not any pre-existing nonproductive hours that 
could Fe utilized by these perscnnel, and that they will ke 
meme tc rerfocm’at their normal level of productivity while 
working cvertime. Bcth of these assumptions are suspect, as 
the average employee might not require the full 70 hours of 
overtine due to envircnmental factors withia the workplace. 
Efficiencies such as those associated with not having to 


stop and restart tteir efforts would result, as would 
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cthers. Cn the other hand, studies nave shown that ¢reduc- 
tivity while working overtime is £f£reguently less than that 
cbtainéed during normal working hours. 

The overtime preniug acceléera tionmeses fringe 
fenefits is significantly less than that accrued fcr necrgal 
wWOrTKIEG I HOULS. The cvertime portion of the wages need be 
accelerated by only 20% to recoup the indirect ccsts of 
fringe renefits and eaplcyee payroll taxes. The total ccst 


cf£ this alternative weculd pe as iilustrated below: 


Nocmal hrs.c--- 3 reo ee eee $1,443,287 X 1.35 = $1,322 
CVertinesEreniun-—-———-————— oe $ 721,644 X 1.20 = 3 8653 
Total = $2,814,403 


(A) Direct Ccsts: Unicrtunately it seems as if tris 
is the mest prevalent apprcach to solving manning frectlens 
endemic to the small furchase workplace. As the researctk has 
shown, there 1s a significant workload overburdening ia 
Small purchase divisicns of the Navy, and this appioaan 
would ke unsatisfactcry from bcth a personnel utilizatron 
approach and in Jlisgkt of constantly competing fricrities 
that face srall purckase personnel. This option would opm 
exacerbate the already severe problem cf overloading these 
perscnnel, and the rission accomplishmeat of small purchase 
organizaticns would suffer as a conseyuence. Once tke work- 
load and staffing of small purchase personnel are ccrrectly 
aligned, and productivity increases, it is anticipated tkat 
some cf this additicral workicad could be absorbed within 
the orgarization with minima) Guract If this cpticn were 


exercised, however, the direct personnel cost would fe zero. 


(B) Indirect Costs: There are myriad indirect cole. 


associated with attempting to arsorb tne additional werkicad 


Bi@mepLecently statiied small purchase organizaticns. the 
already low morale will dig even further as pressures and 
taskings increase, and turnover will increase corresfond- 
mmgly. Additaemally, the backlogeof pwrchasing activere in 
the gueve will grew even larger, resulting in MJlecncer 
Frocurerent action léead-tiznes, COreeine vsone Lowe preecrrty 
Frocurements never being made. As the pressure on buyers to 
dacrease throughfut ircreases, they will attempt te cut as 
Many ccrners as possitle, resulting in even foorec ferforn- 


ance than at present. 


Cw. TRAINING DEVELOPFENT COSTS 


In acdition to tke perscnnel costs associated witn small 
purchase personnel attending training, there would te ctter 
perscnunel ccsts involved in developing this training. Cun 
Gffort kas teen to highlight the primary areas of training 
dGeficiercies that are most prevalent throughcut small 
purchase crganizaticrs. There still remains the fairly 
Significant task of actually developing a training guide for 
intermediate level small purchase jpersonnel. There are 
Mumercus cptions that exist in relaticn to the tasking cf 
the preparation of this training manual, including a thesis 
topic fer another Naval Postgraduate School student, hiring 
a civilian contractcr, or tasking another Federal Agency 
such as the Federal Acguisition Institute (FAI) with ccntin- 
teem «this effort. 

If a thesis student were to complete this effort, the 
cost would te fairly rominal as that person's efforts would 
ke a sutk cost since this effort would fall withir the 
purview cf thesis research for the Postgraduate student. the 
cnly increzental costs would be those associated with travel 
and cther research related costs. In the main, these ccsts 


weuld bre insignificart. If a civilian contractorcewere tasked 


Tose 


with the preparation cf a training manUai, the Cost Wowie 
much gore Significant. The most frobaple option would ke to 
task FAI crsome otter Federal Agency with completicnge: 
this werk. At present, FAI is working independently cf this 
study to ccuapile needed areas of training within the small 
Furchase environment and to develop a training guide tc meet 
those needs. If they utilize the findings of this study, the 
scope of their present tasking would decrease, as scie or 
the creund that they had intended to cover is included 
herein. In this instance, as in the case of assigniny this 
erfort tc a NPS thesis student, out of focket costs wculd be 
rominal, since the FAI has already programuaed perscrnel and 


finarcial “resourses te this eeack. 


Te. M2I5FAINING COSTS 


If this or a sSinilar frogram were inplemented, there 
would Ee costs asscciated with actually conducting the 
recommended trairing. There wculd necessarily be a cadre of 
capaktle instructers tc conduct the training, as well ase 
update and ctherwise kee; the traininy material current. It 
is a little more difficult to quantify these costs, <n 
the structure within sthich this training would be cencueces 
4S e€8tremely d@Erticult (oO) ere -detcem ace if dedicgaves 
instructcrs were hired to ccenduct the training, there )seuiia 
beta direct cost 10 pace. If, however, this training were 
conducted in-house cr with presently existing training 
resources, there would not te a significant cost impact. For 
the fpurpcese of illustration, we will examine the chcice cf 
hirir¢c additional personnel to travel to major instaljavea 
to ccnduct a portion cf the training. Liaison With the Aaa, 
Logistics Management Center at Ft. Lee Va, indicates that a 


staff cf two people would be reguired to iiplemenie 
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ecomemnate@and “execttemthe desired™ tragning™[ Ref. 62]. 
Comparakle personnel at Ft. Lee are at the GS-12 level, and 
ccmmard an average salary of $34,454 per year. If these 
Salaries are accelerated in accordance with NAVCOXPT MANUAL 
ee soe CCeaccoumt for indirect cosits~ethe total cost ofethis 
mgmereased.sctarfing of two perscns would be $93,025 per year. 

The wost reasonakle opticn would be for a large instal-~ 
laticn in ¢ach geographic concentration of small purchase 
perscrnel te be tasked with ccnducting the training cnce or 
twice a sacnth. ias eawio Wid allow a relatively smail 
percertage of the small purchase fpersonnel frer Ileccal 
Goumarcs to attend ¢ach tine training is conducted se that 
the ncroal work flow 1s not ccmpletely disrupted and suffi- 
cient perscnnel are cr hand to frovide the required service. 
Therefcre, major installaticns may find it necessary te hire 
@ijmeicral perscnnel tc ccnduct all ora porticn cf the 
meainang lccally. It is felt that additicnal perscnnel 
would nct ke needed at the NAVSUP level, as sufficient 
resources appear to kre in place to previde policy csuicance 


and cversight. 


Bee L6AVEL COSTS 


Travel costs asscciated with the implementation ci tnis 
Memrnang program are difficult to forecast and guantify. 
There weculd obviously be scme travel involved if training 
were conducted by a cadre cf instructors that pericdically 
visited each majcr installation. Personnel at smaller 
installations would also be reguired to travel tc certral 
locations tc obtain the necessary training. If training were 
conducted in-house, however, there would be nominal travel 
costs associated with implementing this training. There are 
approximately 40 majcr small purchasing divisions withir the 


Navy [Ref. €3]}. If one were to assume that each cf these 
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installations were visited an average orf twice per year ana 
Erovideec™ two days ci ™trat parse, tne travel cost fcr two 
persens frem a relatively central location would total 
apprcexigately $120,0CC. This is based on a trip of 4 days an 
duraticn, and an average trip length ot 2,000 niles; Wane 
assumrfticn that several activities would be able tc fartici- 
Eate in CLalning “siviltancou. Reliable data are net 
availarkle to accurately estimate the number of fersenrel 
that weculd be akle tc attend training of this manner ona 
ro-ccst kLasis. It is estimated, however that apprexirately 
€0% (z,0C0) of the saall purchase personnel would te atle to 
attend crn ano-cost basis as aresult of these s€ssicns 
keing ccenducted at agajeor concentrations of small furchase 
perscnunel. If perscnnel from small commands were reguired 
to travel to larger installaticns to obtain training je 
estimate ci total cecsts for the remaininy 500 people would 
Ee apricxyimatel ya C 000. 

Although these figures are broad estimates, they are 
Fresented tc illustrate the potential upper limits cf the 
cost cf travel associated with implementing this frecgran. 
The tctal costs therefore of implementing this alternative 
would “re $370,000. A mcre reasonable assumpticn, as 
discussed aktove, would be for the largest activity in each 
regicn tc conduct tke training on a recurring basics ae 
in-hcuse fersonnel utilized to conduct this training may be 
required tc perfcrm scme travel in order to participate infa 
training course specifically designed for in-house instruc] 


t170n ci small purchase training. 


Fe FHINIING, DISTRIEVIION, AND OTHER CONSUBACPT ESS ee 


liaison with the Government Printing Office indicates 


that the average pricrting ccest for a training manual of this 


Use 


Mature would be apprckimately 3.70 per copy for a training 
Manual that is roughly 100 pages iong {[Ref. 64}. Assuming 
an initial distribution of two copies per small jfurchase 
emereyec, total printing and distribution costs fcr 5£,200 
copies weuvuld be apprcximately $3,640. There would also be 
some cther less significant costs associated with the imple- 
mentaticr cf this training ;regram, however, the ccst of 
consunakies and other miscellaneous supplies would grectatly 


memnciiral. 


See cUMMARY OF CCSTS 


Tke ~rimnary intert of this rather cursory examinaticn of 
costs is rot to ascertain with any precise degree of 
certainty what the ccsts of implementing this program would 
bre, ratter the intent is te tring potential costs tc light 
and to make seemingly reasonable estimates as tc their 
value. it will be skown in the succeeding secticn through 
some e€lemertary sensitivity analysis that even if these 
estimates are off by a factor of two, that the reéeguired 
percentace increase in productivity or favorable reduction 
in pricing would be very small in order to compensate for 
the costs. A summary of anticipated costs is presented 


kelow. 


feeeub ject rerscrnel Ccsts 
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a. Loss of scrkforce due to training 


(1) Additional Personnel hired. 


TE ACE age ES ee Se eee eee a eee 
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($1,260, 204) 


lis: 


(3) Overtime. 


($2,946, 461) 





Withirc The Organization 

(negligikle) 
z- Iraining Devicrment Costs 

(negligirle) 
3. Ifaining Costs 

($93,025) 
4. dIravel Costs 

($370,000) 
S- Erirting and Listributicn Costs 

(33,640) 


Bs. PCTEM TAL ene lic 


There are a awyriad of pcetential benefits that may accrue 
as a “recult Of Stns training. This portion of tke thesis 
will nct attempt to present a figorous guantificatichies 
these Etenefits krut rather will merely highlight these of 
S7Tgntiicance: After outlining and discussing each cf these 
Fotentiali renefits, sensitivity analysis will be yerficrued 
ch the present level ci small furchase expenditures in crder 
to déeterrine the required increase in productivity cr frice 
Savings through more efficient ,~urchasing that must take 
place in crder for this training to be justified itnere 
cost-effectiveness viewpoint. The reader is cauticned, 
howevel, that many of these benefits will not surface 
directly on the ™ bottcm line", although they will anogevem, 


case have an impact uron purchasing efficiency. 
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1. Tangible Benefits 


a. dhe most clearly seen benefit of this training 


Metre Ce increased efiiciency cn the fart 


lO 


Z Shall Furchase 
perscnunel. If small purchase personnel perform their cuties 
in a acre efficient ganner, fewer personnel resources skould 
ke xreguired. The iayact of improved efficiency will be 
difficult tc measure, however, as it is comronly felt that 
small purchase ferscrnel are presently overburdened. As 
Frevicusly mentioned, there is IMCredaStugquepuciLe. sand 
Congressional furor regarding charges of spare farts cver- 
faymernts Ey the DOD tc Defense contractors, anda signifi- 
cant perticn of the spare parts procurements in the Navy/Loo 
are performed [Fy small purchase personnel, ites ae, 
Furchase personnel treceive infroved training the incidence 
fe Stare fFartS oOverpzricing, Ecal Of Inaginary, sktould 
cecrease. 


Fe. Prices faid by th 
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nment for gocds and 
services shculd cecrease in co diars. The crux of 
any analysis of furchasing wus be upon obtaining tke right 
Material, at the richt price, at the right location. As 
small perchase perscnnel become more skiiled in their 
duties, they will presumably ke better equipped to negotiate 
prices and conditicrs that are more favorable to _ the 
Government. Elementary tools and skills such as cost and 
price analysis, as well as a general business sense, skould 
ketter enakle suail purchase fersonnel to obtain fair and 
reascnatle prices. This area frokably has the most fetertial 
Mor cayoff since a ¢ceneral reduction in relative prices of 
cnly cne percent of the over 43.5 billion spent by the Navy 
last year in small surchase [Ref. 65], would resuit in 
Savitcs c£ cver $35,CC0,000 per year. An increased level cf 
Frice reductions mculd make these savings even more 


dramatic. 








ce. Public and Congressional attention cr small 
Eurchase should decrease as they realize that the smali 
Eurchase function within the Navy/DOD is keing conducted in 
an effective and efficient Manner. The present level of 


attenticr Ly public kIcdies is probably well deserved and is 
Froductive in that it has forced Defense Agencies to focus 
cn the small purchase function and to attempt to imprecve on 
it. As these improvenents are made, public focus will shift 
to cther areas thus allcwing productive effort te be 
directed at executing the snall purchase function ratker 


than at defending it‘ts practices, policies, and existence. 


a- Greater frofessicnalism should result fron 
improved training. As discussed previously in this reseéarch 
Faper, lcw morale is endemic throughout most Navy small 
purchase organizaticrs. One of the factors that has €ontmiaee 
uted to this low morale and to low self-esteem withir the 
GS-11C5,€ ranks 1s the perceived lack of professionalisn 
waithir tke small purcktase structure. This perceived lack of 
professicnalism 1S apparent in the literature and 1s 
€videnced in interviews with small purchase perscnnel and 
their supervisors. if an effective training program were 
implerented, the mcrale and self-esteem of small furchase 
perscnrel weuld undcultedly increase, as would the general 
rercerticn cf professionalism witnin small purchase. This 
increase in morale wculd proktarly decrease tne turnever and 
attriticr rates within the ranks of small ~urenaece and 
would also tend to have a fositive effect upon the ;~rcdues 
tivity cf these ferscrnel. 


oe Improved execution of mandated socic-eccnorzic 


Erograms shculd result from improved training. An 1aper- 
tant, yet intangible impact cf increased training xculd he 


improved implementation cf previously discussed 
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socic-eccnciic prograss directed py the Congress. Small 
Furchase is an important vehicle by which the Congress and 
Federal Agércies implement socio-economic programs. If small 
Furchase personnel are better trained and better understand 
their rcle in the frocess, they will be t;etter able to 
execute these pregrams. As fceinted out in the researchers’ 
discussicn cf major froblem areas, competition ard Small 
Eusiness set-asides are two specific socio-economic freccrams 
that have not been iaglemerted as effectively as desired. 
As a result of this training, one could expect that small 
purchase fersonnel may increase the incidence of competitive 
Frocurements and increase their utilization of Small and 
Lisadvantaged businesses. 


mp mm = <> 


c. Marked improvement in t 


dagen ial) Gs As Luyers become more professional 
mea mcre prcoficient, they will better be able to reet the 
€ver Eurgecning needs of their customers. Increased preduc— 
tivity ard a better awareness of the meaning and effect of 
Friorities will not cnly allcw customers to allocate fener 
financial and personrel resources to small purchase, Eut 
will alsc resuit in shorter procurement action leadtimes for 
custcmers. This may aisc allow stocking activities to 
adjust inventory ordering stodels and reduce the need to 
carry present levels of inventory, thus reducing carrying 


SOSLS « 
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improved training. At present, the level of expertise that 
is displayed by GS-1105/6 personnel that transfer tc the 
GS-11C2 series is significantly less than desired [Ref. 66]. 
mms cesults in an incrdinate amount of training in crder to 
make foruer GS-1105/€ emplcyees productive members of the 


GS-11€2 workforce. If intermediate level small furchase 
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Ferscrnel are better trained, the transiticn from GCS— 1 10a 
to G&-1102 will be much e€asier and will encourage beth 
communities to jyromcte fertilization of the @GS—=1102  —ea 
from the GS-1105yo series. AS a result of the threshold for 
small prrcehase -teing increased to $25,000, many of the 
concerts cf small fpurchase are egually applicakilemie 
contracting as well, indicating that properly trained 
GS-11C5yé€ personnel should have iess difficulty makince the 


transiticn to Gs-1 lo. 
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It is rot withir the scope of this research CLECERMae 
rigorcusly guantify tke costs and benefits of implementing a 
Eropesed training frogram fcr intermediate level small 
purchase personnel. There is a feeling at many lévels of 
purchasing management that the fresent state of trainirg in 
Small furchase is so deficient that even a training frcgran 
cf much greater magnitude than the one that these 
researchers propose nould be cost effective. Executive 
Crder 123£2 does nct address the financial impact of 
Improving the jproctrement workforce, rather it fcceuses 
solely upon required reforms. It 1S important, however; 
general sense to have some appreciation for the expected 
cost cf inplementing this or a similar program, in Croacreae 
determine if further cost analysis 1s warranted. Althrougm 
the cost analysis fresented above is not guantitatively 
precise, the researcher's contend that the crder cf magni- 
tude cf these costs is a fairly accurate indicator ci anetes 
lpated ccsts. At every juncture throughout, the researchers 
have cheser to be ccnservative and thus demonstrate the 
greatest potential ccst of each option. The following data 
Erovide a range cf oftimistic and pessimistic estimates that 


will allcw the reader to ascertain a reasonatle estimate of 
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e@ete UNCCT Varying assumptions. If one were to assure that 
each cf tke most costly options were to transpire, the total 
feemeect itplementing a program of this nature woulé¢ Fe as 
tOL1 Cus : 


Low High 
Subject Personnel Ccsts = $ 0 bZyo ss , 9 TE 
Trairing Levelopment Costs- negligible 
ieaining ccsts = $ 0 $ Shep 20) ape 
Travel costs = $200,000 520, 008 
Printing and other ccsts - 3 36040 $ Sie) 
Total ccsts $203,640 S37 Od Sem 

As stated, it is relt that the above estimates area 


reascnarfle froad estinate of the costs of implementing small 
purchase training. Even if these research estimates were in 
Semror by a factor of two, the total projected cost fcr the 
Navy to isgplement this training would approxinately $46 
fillicr. ‘These assumptions serve to establish a rough tase- 
dine against which tc measure expected costs. Smee wd no a 
the assumptions regarding ccsts were purposely made witk the 
expectaticn of the mcst costly cption being exercised, there 
is ample recm for these estimates of costs to be reduced. 

In order for the Navy to recapture its investment in 
meaining £rom a purely financial aspect, small ,urchase 
perscnnel wceuld have to effect an average cost savings of 
less than one tenth cf one percent of total small furchase 
expenditures. The above efficiencies represent a fairly 
small incremental decrease in prices paid, and de nct take 
any cf the many ictangitle benefits cited above into 
eeeount. If small purchase personnel were able to achieve 
an cverall average reduction in prices of one _ fercent, 
Savings, after subtracting training costs, on the crder of 
$32,00C,0CC would accrue. 
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If scre or the less costly options discussed akcve were 
in fact exercised, the petential payback point Ci ae 
investmert would be reduced significantly. For example, if 
the avy chose to (1) hire 93 additional fuvil-time 
emplcyees, (2) task the FAI with completion of the training 
guide, and (3) perfcrm most cf the training in-house, a 


cost swculd cnly be orly slightly more than $200 


Je SUMMARY 


This eExaminatior cf pctential costs and benefits kas 
been Wraicly cursory, however, it has accomplished its 
Primary furgose of establishing a reSonable range cf esti- 
mates regarcing the ;rcjected costs of implementing a smail 
furechease training precran- The objective has been tc show 
that the reguired investment in terms of financial resources 
is faitdy nominal 10) [order to potentially attairaiam 
extregnely Ligh degree of tangible and intangible benefits. 
There are ckviously a lot of alternative methods tc aprroach 
utilizing and implemerting the mandated training, and it is 
recognized that opticns such as increasing the nugrrer of 
ceiling feints is a difficult endeavor at best. This 
Froblem is exacerbated by the need to obtain additional 
ceiling rcirts for other reasons besides affording increased 
cpporttnities for training. It 1s critical however te estage 
lish fimaner al oe and rersonnel needs so that the necessary 
resources can be reguested and possibly obtained. 

An important, but frequently overlooked point ais that a 
reascnatle estimate cf the costs must be derived. All too 
crten, Government programs are executed without even a 
curscry attempt to guantify the costs and benefits that will 
result. In this case, it is felt that the magnitude cf tne 
training costs 41s sc small that the training is warranted 


from a ccst-effectiveness standpoint. The relatively ncpinal 


146 


Pomeeng LeEQuibeMentS cr this program , aS a percentacse or 
small fpurerase expenditures, (albeit £2 to $3 million), 
requires a very small incremental increase in pricing effec- 
fPevencs= tO recoup ccsts. For example, 1f smail furchase 
perscnnel were akle tc negotiate a price decrease cf $1 for 
every $1,000 that they spend, the Navy would have reccurped 
feeeeGreltS training <¢csts. Additionally, a myriad cf c&ker 
kenefits besides reductions in prices paid can result as 
well. 
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VILL. CONCLUSIONS AND GECOMMENDATIONS 


A. CCNCIOSIONS 


1. lack of an effective career development” Pregrateea 
small furchase perscnnel has neqatively inp acted sues 
performance in thevetracid: The views of buyers and supervi- 


sory ferscnnel expressed in Chagter III support this ccrten- 
t2rOns Further, a number of practical manifestations Cane 
directly related to the systemic failure tc provide scmne 
clear career oppcrturities for those interested in remaining 
in small purchase. These manifestations, as detailed in 
Chapter III, include confusicn regarding job definiticn, 
high turnover rates, attitude and morale problems, avcicarce 
cf respersitility, ard reduced incentive to participate in 


PVE ner te bainimg - 


z- Current eficrts to revitalize small purchase career 
develcyrent programs are a step in the Fight directicn, [ut 
ieave scme basic guestions unanswered. Task Group 6 reccn- 


mendaticrs and acticrs, presented in Chapter III, froferly 
address many of the correct cbjectives for any Ssuccesstul 
fFrofessicnal] developrent prcgran. Occupaticnal standapee 
are keinc rewritten, and specific training yguidelines age 
Feing estaklished. Froperly, the researcners believe, these 
efforts are being fcunded upen surveys of the buyers and 
superviscrs themselves. 


3- A distinct and complete career development fFregran 
Oo rex 
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g 
the 1105 and 1106 series. Training and professional pees 


niticr of the 1105 aad 1106 series should not be based u;on 


ah assumed desire to transiticn to the 1102 series. 
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Facn enhancement to smail purchase career develcyment 
Frograns must be filtered down to every level of the smail 
purchase hierarchy. This will reguire a serious reeéevalua- 
tion ci work loads ard manning levels in many small furchase 
Shops. Buyers and supervisors must be allowed te fartici- 


fate in tke developmert cf all frograams. 


ny t£aining pregrat is to ke successfully implemerted. 
Mail purchase kuyers and supervisors are virtually urani- 
mouS in their agreement that is impossible to separate the 
guality cf the working environment from the perceivec need 
and desire for training. 

Specific conelwsicns, Supported py the discussicr in 
Chapter IV, may tre made as fcllicws: 

a. The functional distinctions between procurement 
series are unclear ard personnel, asa rcesult, are cften 
imprererly assigned. 

or In many activities, the buying function is not 
crganized in a manner conducive to efficient use and devel- 


opment of fersonrel. 


Ge Many activities have failed to provide small 
purchase with necessary publications and reference 
materials. 

d. No effective program currently exists to keep 


smali purctase personnel abreast of the latest legislaticn, 
regulaticn, and direction. Nc effort is made, on the whole, 
to translate this irformation into terms that are under- 
standatle and useful tc personnel in the field. 

€. Organizational “goals@and riacr@eies [cr sali 
Eurchase are not made clear to small purchase’ ferscnnel. 
Stated ccncerns and objectives often exhibit very tJlittle 


stability. 
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Es Performance evaluation systems for smal 
furchase personnel are totally inadeyuate as they now exist. 
Too wuch eégzphasis is placed upon volume cf erfort withcut 
recognizing the varying natures and complexities cfr tasks 
perfcrmed. 

G. Very few organized systems exist tc fErcvide 
positive recogniticr to srall purchase buyers and 
superviscrs. 


gle Inadequate clerical support has degraded small 


Furckase€ ferrcormance at any activities. Procurement 
Administrative Lead Times (PALT) have been directly 
affected. 

ae Small pirchase supervisory perscnnel generally 


fail tc previde the kind of support necessary to effective 
ferfcrmance and trairing. 

aia Most fpiecurement activities need to e€arrestly 
reevaluate their existing systems of internal and external 
communicaticns. In ceneral, effective feedback mechanisms 
do not exist to enable evaluation and improvement cf super- 
visory ard training efforts. 

Ko Professional and organizational deficiercies 
have resulted ina shift away from a service-oriented atti- 
tude cn the part of many Small purchase personnel. 

1. Existing training frograms in the field ci Samm 
Furchase are generally inadeyuate. 


Sg Many of the most chronic Contract Management Review 


(CMR) discrepancies related te the small purchase furct 
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eeu il fel ie €liminated fy improving performance in a lini 
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Dumber or subject are¢eas. These areasS are identified in 
Chapter \V. The basic nature of tneSe areaS iS Sufpfcrted 
Foth Fy CMR detailed and summary reports, and Ey the 
expressed cencerns of small furchase personnel. Causes and 
tasic sclutions addressed in Chapter “¥ (shou the 
resé€archers believe, form the nucleus cf a refresher ccurse 


for stall perchase buyers and cuservesoman 
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upon regulations and directives as th 
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g 
Burchase, ard consistent in its approach. During interview 


OP) 


in the fieid, small furchase personnel almost unanimcusly 
desire a practical training guide that not only details "how 
to," cut also addresses the "why." IMigeslalgystekep  Salyelyees 47] % 
subject areas discussed in Charter V represent the majcrity 
cf rectrring CMR discrepancies, and are those most desired 
ky small purchase personnel and thier supervisors. Lhis 
research has found that small furchase perscnnel are mcre 
ccmmitted to the suprert of policies and frocedures if tley 
are aware cf the origins and impacts of these policies and 
FLOcEedqures. 


7. he cost of isplementi 


Erocess, ard the pctential renefits to be scained. Eased 
upon a cestybenefit aralysis of a training pregram fcr small 
purchase personnel, ait can be concluded that through a wide 
mange CL pessimistic estimates, the cost of isplementing 
training ty any one cf several metnods is nominal. se 
Peaining is conducted on a continuous basis, the fectertial 


Fenefits will far outreigh the costs. 


EF. RECOMMENDATIONS FCR UPPER ECHELONS 





Peebess morward to meet ail Legally Mandated qcals for 
Small purchase prefessional development to include the 
continuirg recommendations of Task Group 6. PME Ciey 


cbhjectives enunciated by Task Group o, and those profesed by 
Be cesearckers in Chapter III, will form a solid foundation 


for idprcverent. 
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ene 2b prosressiohdat+ deveiopuent 
lected at each level of the procurement hierarchy. Mhis 
1 include comprekensive revision of position descrip- 
=ions? reassessment cof task assignments, adjustrent of 
Manning jevels, and reevaluation of training needs at the 
Euyer level. Buyers and supervisory personnei skculd be 


actively involved in frogram design and implementaticn. 


remain in small purchase. Include in this develcpement 


Frogramn a dé€dicated training plan which addresses the needs 
c£ career small purchase ouyers and Supervisors. In crder 
for such a program tc be successful, it is further recca- 
mended that concurrent steps be taken to address the 
follcwing problem areas: 

a. The appearance of oryanizational preference for 
the 1102 séLies. 

rk. Intense werk loads. 

rage Volume-related ferformance measures (this will 
ke the subject of a separate recommendation). 

gd. Turnever rates. 

€. Morale prcblems. 


f. Professicral recognition. 


4. Levelop and fromulgate upaated Classificaticr ard 
Cualificaticn Standards for the small purchase series. Use 


these standards to revise pesition descriptions and job 
assSignmerts at all piccurement activities. This must Pewine 
first ster in estarlishing small purchase as a distinet 
professicnal commune: 


S- Specify the currently operative retere 


ces fcr small 
Eurchase. FAR isplenaertaticn has resulted in uncertainty as 
to the vaability of tany traditional Sources of inicriacaey 
and guicance. The status cf NAVSUP P-467, in particule 


LeguixéesS immediate cClarifticaricn. 
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6- lLevelop and fromu 


a UMP LOrn teatminc Ccumee on 


Meoneeetakiljiarizativen fcr sma urchase personnel 
training shculd ke mandatory for buyers, supervisors, and 
Managers, and shculd ke implemented as soon as possitle. 


d6 Froduce and distribute summaries of the latest 


= See a: —_———> — SS ie ee SR ee SS me a a 
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Summaries should be easily understood at the furctioral 
level, and should be nade available on a regular Fasis. 


- Develop a Standard ferformance apfraisal system to 
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2 
sed ky all activities in evaluating the perfcruarce of 
1 purrckase ferscrnel. This system should net rely 
exclusively on traditional measures ofr erficiercy, erate 
should irccrporate a recogniticn of the kinds of tasks keing 
performed, as well as the quality of individual perfcrmance. 
S$. Srcnsor a formal recognition program for outstanding 
Smail furchase ferscinel and activities. Such a yrcgtan 


could alec be used at avehicle to disseminate inrcvative 


ideas. 

10. Levelop a comprehensive training guide icr smali 
furchase fersonnel that includes, aS a Mininur, the 
mollcewing basic subject areas: 


aw Requirements Determination. 

k. Purchasinc Methods. 

Cc. BPA Use and Administration. 

d. Purchase Crder Use. 

€. Documentation. 

f. Determination of Fair and Reasonarle Price. 

Cae COMeecr1ticn. 

hs. Small Business Set Asides and Other Programs. 

a2 Accounting Data and Appropriations, 

j- iImprest Fund. 

k. ADP Froctrement. 

lye Prioritization of Procurenments. This pied ral 
Bpould be prepared at acentral level and distrikuted to 


mield activities to adapt to their specific needs. 
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11. A central authoriey cee 


central authorit d ed 

dinaticn, and updating of a smail purchase training quide. 
level ferscnnel, and should ufdate the training guide cn at 
least ar anrual basis so that it does not fall into disuse 
duemte a lack of currency. 


Vz. Tevelcp a standard format similar to the 
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a. Subject Area. 

Er. | Def£inieicrs- 

c. Governing Rules and Regulations. 

ds. Raticnale and Reasons for Procedures. 
€. Commcn Picblems and Discrepancies. 

££. Suggested Solutions. 


G- Training Materiais and Recommended Guides. 


is. Fursue adequate financial resources to fully imple- 
recram that is undertaken. while it is 


perscnnel and financial resources are 


4 means t¢ guantify the benefits th 





s a result of improved and intensified training. 

Cc guantify kenefits in this area will facilitate 
deternining if future training should be conducted, and will 
Frovide <ustification for additional resources if LEen¢fits 


exceed the costs as expected. 


C. RECCHEBENDATICNS FCR PROCUREMENT ACTIVITIES 


1. Activities should re encourayed te rationally eval- 
wate tke organization cf the buying function. This evalua- 
tion snculd be designed tc determine if current sctkemes 


facilitate: 


a. Effective utilization of existing expertise. 


iE Diadananc thromeh regular assicnment rcta tascae 
where pecssitle. 

‘Se Professional development through exposure to 
Gases Cr Varying difificuity. 

da Maximus opportunity for buyers to feccne 
familiar with sources and prceducts. 
Cnce an effective scheme is instituted, it should remain 


Stable as lcecng as practically fossible. 


2 
publications and reference materials are neede 
hase fersonnel, and take steps to provide t 
ese fgaterials are obtained, further steps shculd be 
Cc instruct personnel in their content and fprorger uSe. 
3. Ail procuretent activities should provide small 


Eurchase buyers and supervisors with some form of exEcsure 


related to small purctase. The researchers recommend that 
perscnnel be reguired to maintain a current file cf this 
material, and that regular instruction be conducted to 
distill it into operational terms. 

4. Elocurement organizations should establish an 
explicit set of goals and priorities for small purchase. 
These shculd be publicized, perhaps in tne form of a fEclacy 
statenent, and ccpies made available to all buyers, supervi- 
sors, and managers. Operational policies and practices, as 
will as fserformance €valuation systems, should Le reviewed 
to ensure ccnformity with established goals and pricrities. 


Every effort should ke made to make this structure stable. 


S. Activities should establish a formal performance 
recogniticn program for small purchase buyers and sufervi-~ 
mOES. Sueimeam=progran Showld te designed atyehe local level 


to reward superior fgerformance, and to call attenticn to 
innovative techniques and practices which may be beneficial 


throughout the activity. AS a Minimum, recogniticn [Frecrams 


yo 


Shouid employ ap progpriate puklicity ang @ocumentac 1c meee 
Fersennel Llecords. 


Gs Steps must ke taken to utinize and, where nNecers 
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tical, @ separate typing fecl should pe established for 
small purchase and placed in the appropriate administrative 
Chad €laeceimana. wrere this 1s not possible, effcrts ftst 
ke made to dedicate clerical personnel, or to establisk scme 
cbhjective method of scheduling work. 


is Activities should 


ave to improve the guality and 


Ps 
te smail purchase puyers. This 


in 
ier Ith 


scope of SuUrerVvisory surero 
may be facilitated by minimizing, where possible, the actual 
kuying responsibilities assigned to SUPELVISOLS. 
Superviscrs should re encouraged to become more actively 
involved in screening incoming material, counseling, 
training, and Supporting the efforts of the “ouyecrece Ihe 
researchers further recommend that supervisors receive 
training bcth in ceneral management and small furchase 
suppcrt technigues. PaPmeleay , Supervisors! evaluaticns 
shouled te kased prinarily upen the effectiveness cr the 
SUpPCLrt that they or cyvide: 
ness cf ¢xisting systems of internai and external ccmmurica- 
tions. This evaluaticn should include assessments ci 

as The effectiveness of feedback mechanisms Lretween 
kuyers, superviscrs, and managers. 

Ee The ability to translate inspection, audit, and 
review results into terms meaningrful to individual buyers. 

C. The ability to ccamunicate organizaticualegowe 
and pricrities. 

d. The reliability of external communications 


systems. 
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hac tacballyy it 1s reccmmended that each activity 
Mistlivtc a2usnoglam ei Scheduled sbuyer meetingsekith vendcrs 
and with representatives of gajor customer commands. Buyers 
should fe encouraged to attain a first-hand knewledge of 
vender ferscnnel and froducts, consistent with regulaticn. 
Finally, an appreciation of customer responsibilities and 
eomsttaints can greatly reduce the number Cro tueule 


pisunderstandings. 





$. Activities should stress customer Service as the 
Pmedinde Lreinciple im, all small purchase endeavors. The 


researchers recommend promulgation of a fpolicy statement 
Similar to that fourd in Appendix A, which has’ keen used 
successfully by several activities. Customers of varicus 
sizes shculd be regulariy interviewed to gather impressicns 
emetehe Euying functicn. 

iC. Activities should criticaliy evaluate 


trainirg needs and existing frograms. where necessary, 
trairing pregrams shculd be redesigned to include modular- 
ized training material, formaily scheduled trainirg, and 
dedicated training tine. Saall purchase buyers and supervi- 
sors shculd be required to undergo periodic training ci the 
type deéescrikted in this report. Activities must ensure that 
Standardized training materials are tailored to the reeds of 


local Euyers and supervisors. 


Dee OUBMARY OF ANSWEES TO RESEARCH QUESTIONS 


Pbeweue CULBCILMbramnang Shombcomincs as 


Cuesticn #71. Wh 


viewed Ly th 
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Furchase system, and small purchase personnel themselves 


Training shortcouings have been identified related to 


Been tke availability and ccntéent of existing programs. the 


cniy standardized small purchase frogram Currently availarle 
in DCI is purely entry-level oriented and perceived to be 
untinely anc hard tc use. No specific program exists to 
provide follow-on or refresher training for small furchase 
ferscnnel. Training in the field appears to be irregular 
and narrewly directed. 

Iccally administered small purchase training ccntent 
does not emphasize tke primary areas of difficulty experi- 
enced Ey small purchase personnel. This training does wee 
attempt to acguaint the buyer or supervisor with the reascns 
for particular jfrocedural reguirenents, or the petentiam 
consecuences associated with non-compliance. Buyers and 
Superviscrs are not routinely exposed to training directed 
to actual discrepancies cited in CHR reports, ner are 


Soeciivc seclutionms evedesteda-. 
Pp C 





Cuesticn #2. What fcllow-cn or advanced training fcr stall 
a 


Respcensible officials at all levels of the chain cf 
commard desire a trairanyg program which will accomplish the 
follcwing kasic objectives: 

4. Facilitate tle provisicn cf better service. 

EE. keduce reported performance discrepancies. 

c. Increase the sense of professionalism and jok satis- 
facticn for small purchase fperscennel. 

Tre research, as fresented, indicates that all ferscnnel 
Gesiré€ a ccmpretensive program of small purchase training 
which directly addresses the shortcomings cited in the 
answer tc Cuesticn #1. Buyers and supervisors, especially, 
desire ar cngoing refresher program that provides instruc- 
tion related to specific proklem areas. The researchers 
have idertified these areas in Chapter V, and have delin- 


€ated specific problems, causes, and recommended scluticns. 
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raining programs fres- 
fo 


e 
small purchase personnel at the Lfasic or 
entry jJevel, a aL ev 

Tre cnly entry-level jprogranm for small furchase 
currently existirg within DOD is developed and administered 
at Ft. Lee, Virginia Ey the Arny Logistics Management Center 
{(ALMNC). Eecause of previously described problems with this 
EKasic ccurse, Many activities have conducted extensive 
taiicring efforts suited to activity needs. All cf these 
programs, hcwever, are thoroughly based in the ALMC frogran, 
and are essentially ertry-level in nature. 

As stated, nce intermediate cr advanced courses dedicated 
to small purchase currently exist. A@LEMcCES EC sCengier 
refrester training, tc date, ccnsist of reapplication of the 
kasic materials. Scme iocal efforts are noted, FEut no 


comprekersive pregraga exists. 


As cited in Charter IV, the research indicates that 
nearly 20% cf the personnel werking in Navy small furchase 
organizaticns have nct had forgal entry-level training. ee 
is difficuit, if net impossible, to estimate the current 
devel or training cf intermediate personnel, due to the 
absence cf any standardized training taryeted to this group. 
The researckers cbserved, or received reports, of training 
Frograms of widely varying degrees of sopnistication. 

Mvdllarde trarming 1S Oftdined through informal instruc- 
tion, fornal group instruction, written guidance, and self 
Sead y. Iraining forsats range from scheduled time tc spen- 
tanecus reactiors tc emerging problems. iia! Cases, 


training Eeyond the basic level is dependent ufen the 
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waterial and personrel rescurces Of the individual =actmea 


ties, and upon locai training folicies. 


Cuesticn #5. What cther scurces of training exist and are 
avaijakie at the field level for field small —urcia 
Eerscnnel? 


Few Suitable sources cf training exist at the field 
level for field small purchase personnel. There 1S very 
little sharing of inncevative information between activities 
concérnirg small purchase training, and non-DOD rescurces 
are rarely utilized. Beyond whatever degree of crgariza- 
tional training iS available at the individual activity, the 
kuyer cr supervisor rust frimarily rely on inter-fersoral 
IDS eEvc t1On,- 

Ne e€xisting source, the researchers have concluded, 
addresses tke specific subject areas that are the scurce oF 
most CME discrepancies. No existing source establishes a 
Ferspective on the system that Euyers and superviscrs bcth 


appear te desire. 


Cuesticn #6. What training is currently reguired fcr career 


develcrment of small furchase€ fersonnel at the intermeciate 
c. Is this training ade uate? 

Career development programs and derivative training were 
the Sukj€Gt OL Chapier wr Tne researchers conclude that 
viaktle career fplanring and training ,regrams fer Shaw 
purchase are stiil ir the formative stages in the Navy. 
General felicy and training reguirements guidelines have 
keen anncunced, but data is still being gathered to sufpert 
specific training prcegrams. Responsibility for trarningmea. 
not been clearly identified, nor has the program content. 


The material presented in this report is largely intended to 
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Coverite | tOmet nem cliort of definitizing these training 
programs and requirezrents. It may be concluded, at this 
time, that adeguate training is not available tc be 
mili zed . 


Cuesticn #7. Wiceeeetner tactors, “1f any, inzluence the 
Eck Saat FULCHASS Ss 

The research has shown guite clearly that many internal 
and external factors influeace training in small purchase, 
and dc sc ina dramatic way. Sc strong is the influence, in 
fact, that the evicence presented in Chapters III ard IV 
andicates that weaknesses in professional career develcyment 
and organizational structure must be addressed befcre any 
training prcegram may fe successfully conducted. While the 
individual factors vary from activity to activity, the weak- 
hessées identified in Chapters III and IV appear to Le ferva- 
Sive €ncugh to warrant an earnest self-evaluation Ey every 


activity with small purchase responsibilities. 


Cuesticn #8. What are the costs associated with isple- 
Genting the proposed training frogran? 

The costs associated with implementing the training 
Frogram ;rcrosed by this research will vary depending ujen 
the methcd, scope, ard schedule of implementation. General 
cost categcries and a basic cost/benefit analysis are 
presented in Charter VII. This analysis reveals, withcut 
gGuesticn, that the Ltenefits asscciated with such a rfregran 


far cutweigh the costs. 


Hee OHEAS FCR FURTHER RESEARCH 


Res€arch conducted for this report has provided the 


Fasis fcr further study and action in the following areas: 
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dis The development of training guide material rer the 
remaining subject areas not specificaily dealt with aoe 
report. 

J = The develcpment of an effective perfcrmance 
appraisal system fcr small purchase buyers and supeéerviscrs 
cr the type recommended in Charter IV. 

as The developiaent of an implementation plan for the 
training preposed 1m this re ore. 

4. An exaginaticn of feasible methods that may be 
emplcyed to reduce werk loads in smali purchase shorfs. 

S. The development of an cbhjective means of quantifying 
the expectec savings resulting from the proposed training 


prograr. 


ez 


CUSTOMER@s2nVECE FORICY STATEMENT 


Sovtrce: NRCC Long Beach 
PROMEMO A? 
Poorest ean 
15 June 1983 
NRCC PURCHASE DIVISION PROCEDURAL MEMORANDUM A2 
From: Code PD 7 
10: All PD Personnel 


Subj: Ten Commandments of Good Customer Relations 


PYeeCUGECUSTONercmate the MOSt Important people to enter our establishment 
whether in person, by mail, or by telephone. 


2. Our customers are people who desire our service -- it is our job to give 
that service in such a way that mutual benerit and satisfaction result. 


SreeeCue ecustchescuace mot descendent Om US -- On the contrary, we are devendent 
on them. 

4. Qur customers are not an interruption of our work -- they are the purpose 
Or elt: 

SPeeeoUcecls tome-care NOt OUtSidezs in our work -- they are a part of it. 

6. Our customers are not cold statistics -- they are flesh and blood human 


beings with feelings and emotions like our own. 


7. Our customers ars not people to argue or match wits with -- arguments 
are won only by avoiding then. 


Se Cur vcus<comers, Whether belligerent or irritating, humble or appealing, 
iv ce 


ae we Ce 
peer yomiaVenaa genuine ri2he tO receive promot and courteous servi 


Beeeurcycus-omers do us a favor by giving us an opportunity to serve them -- 
we are not doing them a favor by servicing them. 


10. Our customers expect only what we ourselves expect from those who have 
elected to serve others -- service -- with a minimum of delay in a helpful, 
courteous, and efficient manner. 


Seorant inom NoG Oakland Whittler June 1975. 
es ’ a 
TR Sy plin mA tags A) 


R. &. MATSUSHIMA 


Dist rLbution: 
All PD Personnel 
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APEENDIX B 
FERSONNEL SUMMARY 


Summary of GS5S-1105 and GS-1106 personnel in the Derpartzent 
of the Navy 


Grade level Gs-1105 GS- 1106 
GS=Z 1 0 
GS-3 1 128 
GS-4 132 496 
Gc 5 439 374 
Gee Wes. 142 
Gs-7 257 136 
Go-8 oi, 14 
Geos 31 11 
Ge- 16 5 2 
Gea it) Z ¢) 
ai 1 2 
ictals 1280 a 09) 7) 
AveLrage Grade: o-0 4.8 
Median Grade: 2 4 


Source: Reéepert on the Federal Acguisition 
Wcerkforce Through Fy sie 
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INTERVIEW CUESTIONS 


mee Lcilcwing Questions were asked during interviews 


conducted during the course of the research. 


Aw CUBRKENT PROBIEMS 


flies What performance weaknesses are consistently cited 
during Cuks? 
2 What are tke causes of the weaknesses that lLlecur 
sucinc Crks? 

Ss What specific training shortcomings are roted by 
small purchase supervisors? 

4. khat do supervisors attribute to the cause cf these 
shortccrings? 

5. What are the current training and performance [reb- 
Jems as seer by small furchase personnel themselves? 

6. khat are the areas in which small purchase rperscnnel 
feel training is iradecuate? 
, ie Is career development suffering as a result of 
these perceived inadéecuacies in training? 

€. What organizational prceblems exist that ninder small 


furchase? 


EF. tTFAINING 


i-eektiidt CULTCMte tralning pErograms are currently avail- 
Boe 2 
a. hhat perscnnel are these training programs frima- 


Trily aired at? 


is What level of experience do these training 
Pieg ial Seis eau mes 
c. Are these programs general or do they adéress 
specific areas cit training? 
Z2- ie this training offered and/or cConduqceque 
Sv Tf the above training is not being offered, aie 
isn't at being ciierced2 
ae IS it due to a lack cf awareness? 
br. is it due te time ccnstrayaeee. 
c. Is it due to the cost of the training? 
d. 1s it due to a lack of relevance? 
4. Who is responsible fcr this training: 
Se Wkhy do problems persist despite available trainins? 
€. khhat trainin¢c is necessary for career development: 
7. khat are the cther Defense Agencies dcing to address 
tne ¢~retlenas discussed above? 
8. What locally developed frograns are available tc meet 


these training needs? 


C. TEBALNING REQUITREHENTS 


ile What specific areas of weakness should training 
address? 

ze khat form spculd thas trarmnangerace: 

33 At what pcint in the career fattern of smrall 
Furchase personnel shculd this training take cflace, and how 
cfiten shculd it take flace? 

4. that personnel should re involved in this training 

Se What level of knewledge should this training 


presume? 
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Le. EASICS 


1. khat are the specific weaknesses in performarce? 


ze Can these shertcomings be corrected py training? 


3. khat training is available and why doesn't it werk? 

4. Can presently available trainirg meet the needs of 
small surchase persorrel? 

ar What specific areas of weakness should be addressed 


in a new training course? 

€. How should a new training course be conducted? 

ie What are the prolable costs associated with 
conducting a training course cf the proposed nature? 

Cc. what effect would this Mealning have cn the 
throughput and effectiveness of small purchase personnel? 

G6 De you have the tire necessary to support a ccmrre- 


hensive training procran? 
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APFENDIX D 


LIST OF ACRONYMS AND ABBREVIATIONS 


Automated Lata Processing 

Army Logistics Management Center 
Elanket Purchase Agreement 
Ccmmerce Business Daily 

Ccntract Nanagemeat Review 
[Tefense Acguisition Regulation 
[Tepartment of Defense Forn 


[Terense Lcgistics agency 


[Tefense Logistics Information Exchange 


[epartment of Defense 

LEpalLement Of “eaemilay , 

Cefense Technical Information Center 
Federal Acquisition Institute 
Federal Acquisition Regulation 
Federal Supply Schedule 

Gcvernment Service 

General Services Administration 
Ccuperot ler of thesia 

Naval Material Command 

Naval Supply Systems Ccmmand 

Cffice cf Federal Procurement Pclicy 
Cffice of Fersonnel Management 
Cffice cf the Secretary of Defense 
Fublicaticn (foliowed by number) 
Erocurement Administrative Lead Tize 
Fesition Description 

Fublic Law 

Fevised Statutes 


Standard Fcrno 
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SUFF SUippeenh Cnt 

Unt ES Criftccm Material Movement and Issue 
Friority Systen 

USAF Crited States Air Force 

Ul See a United States Code 
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IIST OF INTSRVIEES 


AdKa TS 7 ers , Stall Eurchase Buyer, Naval Supply Center 
Norrclk, Va., 16 March 1984 (Persona 


Afone, Fr., Frocurement Analyst, Field Management Divisict, 
Navy begicnal Contracting Center, Philadelphia Pa., 12 fanmen 
1984 (Teleprone). 


Anderson, wr., Finarcial Management Division, Goverrment 


Frintirg Office, 22 May 1984 (Telephone). 


Anderson, M&rs., Stall Purchase Division Director, Navy 
kegicnal Certracting Center, Washington D.C , 13 March )igee 
(Teleprcne). 


Erown, E., Federal Acquisition Institute, Wasningtcn fae 
14 March 1984 (Persoral). 


Cole, F., Deputy Ccmmander fcr Contracting, Naval Suppae 


Systeas Ccmmand, Washington D.c., 12 March 1984 (Perscral). 


Conrad, J., Acmy Logistics Management Center, Fort Leey va 


15 March 1$€4 (Persoral). 


Courtney, 7 be, Special Assistant for Career Deévelcorrert, 
Contracting, Naval Material Cctmand, “Washington, D.C. 5 ee 
March Se (Personal). 


TLubuissct, Bay Prccurement Analyst, Contracts Plans and 
Folicy Division, Naval Suprly Systems Command, Washingtcn, 
T.-C. , 12 March 1984 (bersonale 


Pare n, De, Small Etmehasccesbuyer, Naval Supply Center, 
Noricik, Va., 16 March 1984 (Persenal)- 
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EMrick, «., Director, Contractor Management Review, Naval 
Peeves stems  cOnMand, washington, PSC., 12 March 1984 


(Perscral). 


EFvangéelistc, Rae Analyst, Naval Material Ccmmand, 


Washirgtcn, D.C., 14 arch 1984 (Personal). 


Cole Om, Ss, Stall Furchase Buyer, Navai Supply Center, 


MWoneclik, Va-, 16 March 1984 (Personal). 


Gaskill, J., Analyst, Office of the Secretary of Lefense, 


Washirgtcn, D.C., 14 Marcn 1984 (Telephone). 


Gerdes, J., Directcr of Small PurchaSe, Navai Crdrarce 


Prat icr, Leuisvidle, Ky., 27 March 1984 (Personal). 


Giit, We, Peat emebLireemer Cr Contracts, Naval Crdnance 


Bede ten, Lcocuisville, Ky., 27 March 1984 (Personal). 


Haley, B., Analyst, Field Management Division, Navy kegional 
Sonctracting Center, EOUgG Beach, Cela Zotac eel oo 


(Perscnal). 


mci le Cobbs, COLtract Flans and Policy Division, haval 
eieply systems Command, Washington, D.C., various Marck-Kay 


1984 (Perscral and Telephone). 


Heenhican, KkK., Analyst, Contract Management Review, Naval 
Sippay systems Command, Washington, D.C., 12 March 16984 


(Perscnadl). 


Hetherinctcn, ae Cdrsy, Derense Logistics Agency, 


RaShingtcn, D.C., 13 Karch 1984 (Telephone). 


Pemziivider, G., firector of Contracts, Naval Supply Center, 


Norfcik, Va., 16 Marck 1984 (Personal). 


Bemetch, Ms, U-S5- Air Force Training Command, Dayton, Oh., 
13 March 19€4 (TelepkEcne). 


ve 


Lenke, Le, IralinicG Cootewiacea Naval Suppiy Centem 
Noriclk, Va., 16 March 1985) (perecname 


Matsushina, k., Icdr., Field Management Directcr, Wage 


Regicnal Centracting Center, Icng Beach, Cas, 29 Marenueies 
{Perscnal). 


McDowell, W., Senicr Frocurement Analyst, Field Management 


Civisicn, Naval Suppiy Center, Charleston, 5$.C., 12) Maem 
1984 (Teleprone). 


Herat vena, heey Spall Purchase Buyer, Navy kegional 
Contracting Center, Long Beaga, Ca., 29 March 1684 


(Perscnal). 


Scheffer, S., Lt., Uarector of Small Purchase, WNavadsueee 


Center, Noriolk, Vas, WG Haren 1984 (Personal): 


Shaw, ae Budget CLiicer, Naval Postgraduate Schocl, 
Monterey, Ca., 22 Nay 1985 8(-ersonaile 


Simmcens, Je, Small Purchase Supervisor, Naval Supply Center, 


Norficlk, Va., 16 Marck 1984 (Personal). 


Smith, H., Small Purchase Euyer, Navy Regional Ccontracgeume 


Center, Icng Beach, Ca., 29 March 1964, (Personae 


Stabil, K., It., Director of Small Purchase, Navy Vheagenees 


COUutE acta, Socrien, Long Beach, Cie; 29 March (ise 


(Perscnal). 


NOdra? M129 Trdinino Apakyst, - Usse Army, 13 Marenwiee 
(Telepkcre). 
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14. 
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DoteOr RERPERENCES 


We pce acdie le o.. Beremece Generai Services Agency 

lati Chale. spac and Aeronautics a oe Federal 
Acquisition Recueil on. Bone hash Hoh Cue me 
Government Printing eS. 1834 

Federal irae Circular 84-1, "Small Purchase 
Lintitations Ze March 19304, P. 1. 

General Accounting Office, Deiense pendire nee its 
ke lationshi tc the Federal “Pad cet, wae hineccn.: 
Gcvéernment Printing Office, June 


Naval Material Ccmmand Fublication 4200, Survey of 
PeeCulCten@meorati Serco ys certember, 1983. 





Grace, J. Peter "Presidents Private Sector Survey On 
Cectwconeror.,” 16 January, 1984. 


Task Group Six Fresentation to the Executive Ccnumittee 
cn the GS-1105 and GS-1106 Occupations, Presented to 
Ccumittee 3 March 1984, yf. 1. 


Read. p,ei=2- 

Accuisition Regulation, subpart 13.0. 
Perde, Suorart 13.1. 

rset ait 15. <. 

inde, SUorarct 13.1. 

ZLEads 


Ccumission on Government Procurement, Fee 
Goumiss1 On Onwccovernnment Procurement, uD 


Vo 
Ulf. Government Printing Orrtice, Decembe 


.e 


thent Of "Lezense, DOD RAR puppisaeate Sulit aee 
Governmert Printing Cffice, April 1984. 


Acguisition Regulation, subpart 13.1 


TiadeyeSsubrart 13.2. 


7s 








lee, Lemar, Eurt, David N., Dotmiler Donala Wee, 
£urezasi D4 and Faterials Hanagenent) ac. £09, New York: 
MeCrawedl ieee 


Federal Accuisition Regulation, subpart 13.1. 
Pbids, Subpart slo. 
ikid., Subpart “lage 
1bids, Ssubrarc. Isae5 


Task Group Six Executive Summary of Task Grecupf Six 
Report on Small Purchase Persoonel Career Managenteme 
Presented to Ccnmittee 12 March 1984. 


"The Office of Federal Procurement Policy Act; ee 
401, 30 August 1574. 


Fxecutive Cffice of the President, Executive cradem 
12252, "Federal Procurement Reforms," Washingtcn [ogee 
1? Match Woe. 

"Wire Office cf Federal Procurement Polic Act 


Anenduents of 1683," F.L. 98-191, 1 December 1983. 
Task Group Six Executive Summary, p. 2. 
Task Group Six Fresentation, p. 3. 

Poade 

Federal Acguisition Circular 64-1, 792 oeZ-. 
Task Group Six Fresentaticn, p. 3. 

eed Gracy: MOses he 

LETC =) 26.5% 

task Group Six Executive Supmary, p. Il. 
Task Group Six Fresentation, p. 2. 

Task Group Six Executive Summary, fp. 8. 


Perscral interview Wai ties Courtney, Special 
Assistant for Cdrecer Devetorie ws etecce ee © Naval 
Material Commard, Washington, 13 wWarch 1984. 
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43. 


44, 


oy 


U6. 


47. 


48. 
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=0. 


ee 


ese 


Task Group Six Executive Summary, p. 9. 
Cctrtney, Ferscnal Interview. 

mak Group sax EXGeGuCiVe Summary, p. 2: 
Task Group Six Fresentation, p. 4. 

Task Group Six Executive Summary, p. 8. 
eed die Oe os 


ReLiiO©.. Lic. Small Eurchases Desk Guide, Draft Cory, 
20 January 1984. 





Personal interview with MIcdr. Matsushima, Field 
Management Director oe Regional Contracting Certer, 
berg Eeaen, 29 MNareh i984. 


Ferscnal interview with S. SaELOd, oddly EE Chase 
EUvergevavalsstEply Center, Norfolk, 16 March 1984. 
Matsushima, Personal Interview. 

Ferscnal interview with Mr. Conrad, AGONY Tega st2cs 
Maragement Center, Fort Lee, 15 March 1984. 

Fersonal ainterview with Mr. Enrick, Dareetcr Soe 


Contracting Maragement fFeview, Naval Supply Systems 
Ccamand, Washincton, 12 March 1984. 


Task Group Six Fresentaticn, appendix I-1. 


Naval uP oay apcets Command, Various CMR Rererts for 
Weer peises, 194. 

Commander Naval Supply Systems Ccumand letter 
OzZa3y/WlT, Survect: Anhual keport of Curulative 
Results of CMRs, 20 Decerber 19383- 

Naval Supfrly Systems Ccnmaad, Various Semi-Arnual 
Summdnpes ctr CMk Disecrerancies, 1983. 

Naval Suppl Systems Command Working Papers on 


Recurring CMR Lascrepancies, 1983, 1984. 
Federal Acquisition Regulation, subpart 13.2. 


eee, subpart §&. 2. 


é1. 


62. 


3. 


é4. 


Co- 


€6. 


Subp are iseor 

Tbid=, Subrart, pie. 

Lead. , SUD fami <a 

Kinmtor, INGoy we heeecoe 

Task Group Six Executive Summary, p. 10. 


Cifice of Management and Budget, Office of Federam 
Frccurement poo Report on the Acguisiticn Wome 
Force Through FY 1982, Cctober 1983. 


Telephcne interview with Mr. Conrad, Army Lcclst ae 
Maragement Center, Fort Lee, 26 May 1984. 


Naval Material Command FPurlication 4200. 


ITelegrone interview with Mr.  $Anderson, Financia 
aoe ott Government Printiny Office, Washington, ze 
ay bcos. 


Naval Material Ccmmand Publication 4200. 


Task Group Six Executive Sumiacy een 11. 
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eo a Code 0142 
Naval See eure Seno ce 
Menterey, Califorria 93943 
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Naval Pcstgraduate Schocl | 

Mentebey, Calirorria 93945 


Gor> Dv. Lamm, .Ccde S4#it. 
Cepartment of fduinistrative Sciences 
Naval Pcestgraduate School 

Mcenterey, Califorria 9:943 


Ercfesscr W. Greer, Code 54gk_. 
CLépartnent of Adginistrative Scieuces 
Naval Pcstgraduate School ._ 

Menterey, Calitoriia 9394: 


Cor. D. Guyer, Ccde 54Gu . 
Lepartment of Adginistrative Sciences 
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Monterey, Califorria 9 3945 


Leferse Logistics Studies Exchange 
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